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Foreword

Strengthening public education’s human resources is one of the Georgia Depart-
ment of Education’s Strategic Directions for improving the quality of education
in Georgia. We contracted with Northeast Georgia and North Georgia Regional
Educational Service Agencies (RESAs) to assist us in developing this resource
guide for staff development.

This guide summarizes information and procedures from recent research in staff
development and provides examples of staff development practices in Georgia
school systems. Part of the guide’s purpose is to encourage networking with other
staff developers in the state. The guide also includes suggestions, hints and re-
minders for administering of local comprehensive staff development programs
and a section on department rules, forms and procedures for staff development.

This guide is designed primarily for central office staff development coordinators
who are responsibie for planning, developing, implementing, managing and
evaluating local school system comprehensive staff development programs. The
information will be especially helpful to new staff development coordinators, but
experienced coordinators also will find ideas here. Members of boards of educa-
tion, superintendents, school principals, school-based staff developers and con-
sultants should also find the informction valuable.

This resource guide applies to all pers ‘ni2l — both certified and noncertified. We
nope you will find this guide to be a he ‘pful resource as you plan and carry out
your comprehensive staff development _rogram. If we can provide assistance in
your staff development planning or programs, please contact the Staff Develop-
ment Services Unit, Georgia Department of Education.

Werner Rogers
State Superintendent of Schools




A New Vision for Staff Development

According to the business magazine Fortune,
the most successful corporations of the 1990s
will be “learning organizations” that can adapt
quickly in a rapidly changing environment. In
such organizations, learning is an organic
growth process that stimulates higher levels of
thinking and creative expression. Although the
maximally adaptive learning organization is
still an ideal, many schools and businesses are
moving toward less bureaucratic, decentral-
ized structures and are using problem-focused
teams to improve performance. The challenge
facing leaders in both business and education
in the 1990s and beyond is how to help the
learning process in organizations generate and
internalize new knowledge and innovations.

Educators may think that schools emphasize
learning all the time. Actually, schools are
teaching organizations by definition and not
necessarily learning organizations. Schools
are designed primarily to transmit informa-
tion, not to generate or invent it. Even school
faculties that teach well may learn poorly if
good practice is not constantly improved and
internalized through continuous experimenta-
tion and feedback. The 1980s focused on
getting school faculties to teach better. The
future requires that school culties learn
better as well. To achieve this future vision of
schools becoming learning environments, staff
developers need a holistic perspective of their
school systems, individual schools within the
system and all educational personnel invoived
in operating the school system.

Usually, staff development is associated
primarily with teachers and administrators.
However, for schools to become actual learn-
ing environments, everyone — both certified
and noncertified personnel — should have
planned staff development. This staff develop-
ment resource guide offers many ideas for staff
developers to prepare schools to face the future
by becoming learning organizations.

Staff development is an organization’s process
for supporting the improvement of instruction
through the professional growth of educators.
It can be implemented in either a bureaucratic
or a learning organization.

In bureaucratic organizations, staff develop-
ment is driven by needs assessments con-
ducted by central office staff, who then iden-
tify priorities for the school system. Staff
development activities are planned at the
central office with little participation from
faculty and staff. They are a passive audience
who are expected to attend a fixed number of
staff development activities every year.

In learning organizations, faculty and staff
become more involved in decisions about
curriculum and instruction, in mentoring and
in peer supervision. They actively participate
in identifying needs and pla::ining staff devel-
opment activities at the school level. As
members of a community of learners, teach-
ers, administrators and other professional and
nonteaching staff often make presentations to
their colleagues and rely less on outside
consultants.

Emerging Meaning of
Staff Development

Staff developers are part of an emerging group
of educators who envision schools as learning
laboratories where students, faculty and staff
are actively engaged in continuous learning. In
such schools, continuous staff development
and improvement become a way of life.
School development is inextricably linked to
personnel development. Staff development is
a strategy for basic organizational change in
the way school personnel work and learn
together. From this perspective, staff develop-
ment is the process for developing a long-term
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capacity for continuous improvement in
schools.

Student learning is closely connected to the
knowledge of education professionals, and
staff development is the primary vehicle to
develop and reinforce that knowledge. Profes-
sional knowledge comprises three overlapping
components

 Academic Content — that which
undergirds the content learned by students,

« Curricular and Instructional Strategies —
the process of organizing content and
helping students study it and

* School Improvement — the cooperative
work by faculties to make the school better
(Joyce and Clift, 1983).

In this view staff development is change — in
learning materials, skills, practices, thinking
and understanding (Fullan, 1991). Staff
developers must, therefore, have knowledge
about the content of an innovation and even
more skill in facilitating the changes it re-
quires.

Rosenholtz (1989) found that teachers i1
“high consensus” or “learning-enriched”
schools have a marked spirit of continuous
improvement; i.e., no teacher ever stops
learning how to teach. Such teachers define,
communicate and experience continuous self-
renewal as a fact of everyday life. The goal of
staff development is to have all schools
defined as “learning enriched.” Seen in this
light, effective staff development will

* Promote student learning in academic,
social and personal domains,

» Change the culture of leamning for both
adults and students so engagement and

betterment are a way of life in schools
(Fullan, 1991),

I-2 A New Vision for Staff Development

» Cause the formal learning activity to
become the process by which the teachers
and administrators seek and test improve-
ments as part of their everyday work inside
and outside the school (Fullan, 1991),

* Establish a culiure where learning by
school personnel becomes a natural part of
the work setting and

 Build a synergistic environment where
collaborative enterprises are both normal
and sustaining and where continuous
training and study blend both academic
substance and teaching into the school
(Joyce and Showers, 1983).

Challenges for the Field
of Staff Development

Fullan and Hargreaves (1991) state that the
practice of staff development must isself
change before learning-enriched cultures in
schools are possible. Approaches to staff
development that are noninvolving and oblivi-
ous to the real needs and concerns cf school
personnel are actually part of the problem with
change, not part of the solution (Fullan, 1991;
Little, 1990).

A high proportion of staff development efforts
are specific, focused on particular innovations
and isolated from each other. They offer a set
of self-contained, cafeteria-like options to
target groups within schools. Because staff
development is often low in the order of
supervisory functions, packaged programs,
specific initiatives and one-shot workshops
can be attractive and practical. They do not
impinge awkwardly on curriculum matters, on
the continuing organization of the school or on
someone else’s territorial rights. As a result,
training in the techniques of effective instruc-
tion, the development of mentor systems and
peer coaching and the improvement of leader-
ship skills are often separate functions (Fullan
and Hargreaves, 1991).

~
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Strategies of staff development must be
integrated with one another and find
support within the wider, institutional
context. Specific staff development
initiatives are almost certainly doomed
to failure in schools with uncongenial
and nonsupportive working relationships
where people are suspicious of innova-
tion. Staff development efforts should be
carefuily combined with broader school
improvement efforts and take the whole
school into account as a complex and
changing institution. (Fullan and
Hargreaves, 1991, p. 16)

Pink (1989) identified 12 factors that can act
as barriers to effective staff development.
Suggested methods for practitioners to over-
come these barriers follow.

» Provide enough time for teachers and
school leaders to plan for and learn new
skills and practices.

+ Avoid tendencies toward faddism and
quick-fix solutions.

» Maintain central office support and follow-
through.

» Seek adequate funding for the project.

* Instead of attempting to manage projects
from the central office, develop school
leadership and capacity for change.

» Obtain adequate technical assistance and
other forms of intensive staff development.

*» Provide for a high level of faculty and staff
knowledge about how to implement the
project.

» Combat probiems arising from the turnover
of personnel in each school by providing
for continuing orientation of new personnel
in the innovation.

» Prioritize to reduce interference from
competing demands or overload.

* Address the incompatibility between project
requirements and existing organizational
policies and structure.

» Take into account site-specific differences
among schools.

 Clarify and negotiate the role relationships
and partnerships involving the school
system and innovation experts. (pp. 21-22)

The challenge for staff development practitioners
is great. Louis and Miles (1990) conclude that
“at best, changes are based on steady and patient
efforts to work within the school as it exists,
while maintaining a vision of what can be. It is
a slow process that depends not on flashy
leadership, but on dogged tenacity and skill at
coping with the inevitable crises that occur in
any evolving program of change.” (p. 15)

Thematic Guidelines for
Effective Staff Development

As we move toward our vision, we should
keep in mind guidelines for effective staff
development (Fullan, 1991). One guideline is
that learning — in this case adult learning —
must permeate everything the school system
and school do. It must be equally important for
all staff regardless of position. School systems
and schools must strive to coordinate and
integrate staff development. Staff development
approaches should be based on people — their
roles and settings, a clear understanding of the
change process and the meaning of change.

A second guideline cautions that all promoters
of staff development should pay attention to
two basic ideas

» The attributes of successful staff develop-
ment should be incorporated in as many
activities as possible.

* Staff development should be provided less
to carry out a specific innovation or policy
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and more to create individual and organiza-
tional habits and structures that make
continuous learning a valued and endemic
part of the culture of schools and teaching
(Fullan, 1991).

Rockdaie County Schools

During the past five years the Rockdale
County School System has developed an in-
system staff development day. After an intense
needs asse-sment using a quality circle for-
mat, educators identify their needs and deter-
mine which are addressed as school-focused
and which are systemwide. Any need identified
as systemwide is included on the agenda of
staff development day.

Registration for the now two-day conference

is the same as for any state or national confer-
ence. Participants make their selections from
the agenda and receive confirmation from the
staff development office. The 1991-92 pro-
gram consisted of 127 sessions based on
assessed system needs with the general goal of
keeping all system employees up to date and
well-informed concerning their chosen profession.

A continental breakfast promotes informal
sharing and opening of communication lines
among persons with common interests across
the system. Employees gain understanding of
the variety of positions in the system and how
essential each is to the smooth operation of
Rockdale County Schools. Participants’
evaluation and participation growth confirm
the quality of the sessions.

For more information contact

N. Kathleen O’ Neill
Superintendent
Rockdale County School System
954 North Main Street
Conyers, GA 30207
404/1483-4713

I-4 A New Vision for Staff Development

School System Ethos

Schools operate within the context or culture
of school systems. The school system culture
supports and enables schools to improve, that
shapes schools and schooling. The system has
considerable impact upon the educational
attainment of students. Teachers and others
know not to take change seriously unless
central office administrators show through
their actions that they should. Research shows
that the support of central office administra-
tors is critical for change in school system
practice. There is increasing evidence that the
most effective schools are in systems with
close, ongoing interactions between school
and system staff (Coleman and LaRocque,
1990; Fullan, 1991). Although individual
schools can become highly innovative for a
short time without system-level support, they
cannot stay innovative without system action
to set up the conditions for continuous and
long-term improvement (Fullan, 1991; Pajak.
1992).

Role of School System-
level Leaders

Huberman and Miles (1984) believe that
adopted changes will not be implemented on
any scale unless school systeir administrators
provide specific pressure and support. All
major studies show that support of the local
implementation process at the system level is
essential if real improvement is the goal
(Louis, 1989; Marsh, 1988; Rosenholtz,
1989). The chief executive officers and other
key system administrators set the conditions
for implementation when they show specific
forms of support and active knowledge and
understanding of the realities of trying to put a
change into practice. Fullan (1991) puts it
most forcefully when he states, “*System
administrators affect the quality of implemen-
tation to the extent that they understand and
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help to manage the set of factors and the
processes of successful change.” (p. 75)

The research on the role of school system
administrators (Louis, 1989; Pajak, 1989;
Rosenholtz, 1989; Coleman and LaRocque,
1990; Fullan, 1991) indicates that effective
system leaders

* Are a critical factor in initiating specific
innovations and new programes,

» Convey a sense of direction and purpose,

+ Stimulate change and develop acceptance
of the idea of continued change,

* Make sense of the reality that schools are in
the business of contending simultaneousiy
with multiple innovations,

» Combine interactive monitoring with a
respect for school autonomy,

» Play a major role in channeling information
about possible innovations to school-based
personnel — in effect, the former control the
knowledge base on which the latter may act,

» Review, revise and reconstitute goals over
time with frequent task-focused interaction
with school leaders,

* Rely heavily on delegated authority by
putting in place structured guidelines that
teachers, principals and staff help shape,

* Recognize the centrality of system diagno-
sis, evaluation and feedback to achieve goals,

* Mobilize system resources in pursuit of
organizational goals,

* Focus school visits to help institutionalize
system norms by symbolically communi-
cating their importance to principals,
faculty and staff,

* Infuse the school system with hope and
vitality,

* Operate from a basic set of principles that
combines knowledge about factors that

restrain or facilitate change and knowledge
aoout how to influence or alter these factors,

1.

* Work constantly at communication, be-
cause the leader realizes that difficulties of
communication are natural and inevitable and

¢ Establish the norm for ihtellectual leader-
ship by valuing the interchange of ideas
that lead to innovative solutions.

Washington County Schools

Staff development in Washington County is
organized into three divisions. The major
division is school-focused. Each school, under
the direction of a staff development committee,
determines its needs. selects its priorities and
plans its own staff development program,
including the budget. The next division is the
departments. This includes special education,
guidance, media and classified. Each of these
departments has a chair or coordinator who is
responsible for all the paperwork and for
Jacilitating staff development activities. The
departments also prepare their own budgeis.
Those activities that are of systemwide interest
make up the third division — mentor program
and special events, such as staff development
day, conferences and workshops.

All divisions handle the paperwork, program
facilitation and budget. The system staff
development coordinator collects all budgets
and program plans and adjusts whatever may
be needed to assemble the system comprehen-
sive plan. This process for managing the staff
development program has worked well for the
past five years.

For more information contact

Grace E. Davis
Assistant Superintendent for Instruction
Washington County School System
P.O.Box716
Sandersville, GA 31082
912/552-3981

A New Vision for Staff Development I-§




Centralization Versus
Decentralization

Reform, if successful, will play out in what
Elmore (1988) calls four “contested terrains.”
These terrains are the classroom, the school,
school systems and school communities. For
school systems the question is: Can school
systems help set up schoois that place primacy
on engagement in teaching and learning rather
than resistance to or compliance with central
directives?

School system administrators are a determin-
ing force for the direction schools will take.
System administrators can help facilitate the
direction schools take by

» Taking the initiative in developing a clear
expression of core values, beliefs and goals
that reinforces a system culture character-
ized by student learning, professional
growth, diversity, innovative practice and
risk taking;

* Facilitating school autonomy and shared
governance by seeking information that
school teams need and by coordinating
activities in pursuit of common goals;

» Providing technical assistance, information,
staff development, additional resources and
time to help teachers, principals and staff
reshape their roles and rethink their respon-
sibilities;

» Modeling the importance of collaboration,
collegiality, trust, caring, asking questions,
listening carefully and nurturing leadership
in others;

» Providing training to faculty and staff in
areas such as classroom observation and
conferencing, problem solving and decision
making by consensus, ieam-building,
interpersonal communication, conflict
resolution and other areas that are appli-
cable to seif-governance;

I-6 A New Vision for Staff Development

* Coordinating staff development training
when the needs identified by several
schools overlap; and

» Keeping school action plans focused on
student learning, instruction and curriculum
and providing school teams with special
content expertise (Pajak, 1992).

There is an alternative to becoming caught in
the dilemma between centralization and
decentralization. A middle ground involves
the system and school as co-managers of the
improvement process. System leaders would
be responsible for

» Building: ensuring that there is sufficient
communication and shared understanding
of the system’s goals and of how individual
school goals relate to them

» Setting: developing the broad outlines of a
semipermanent policy strategy and how it
will be carried out depending on the strat-
egy selected; this would include setting
performance objectives in consultation with
relevant parties and/or designing a school
improvement process

+ Stimulating: providi..g easy access to new
ideas in ways that permit faculty and staff
to engage critically with them

» Enabling: providing faculty and staff with
a staff development model that *./ill permit
them to acquire the requisite skills for
school improvement and self-development

» Supporting: providing technical assistance,
moral support and recognition for schools
and individuals with innovative ideas

» Buffering: ensuring that schools are pro-
tected from other demands, such as unrea-
sonable political pressures, new rules or
additional innovative programs that might
distract them from the improvement effort,
and ensuring that they have timelines
sufficient to meet new goals. (Louis, 1989,
p. 164)




Tift County Schools

Tift County School System invites every
administrator to develop a school-focused
staff development plan. The school faculty and
staff produce an action plan listing goals,
objectives, budget and expected results.
Building leaders return the plans to the
central office staff developer for incorporation
into systemwide budgeting and planning
activities. The central office staff developer
schedules conferences with building personnel
as needed for technical assistance in assessing
needs, planning, scheduling and evaluating
programs.

The following statement appears on materials
attached to the memorandum inviting school
leaders to submit a building plan: **The most
effeciive staff development is school-based.
Research indicates that the school is the unit
for change. Centering on individual needs, in
absence of an institutional focus, is frag-
mented effort that has little effect oii change.”

For more © ormation contact

Harriet M. Morgan
Assistant Superintendent for Instruction
Tift County School System
P.O. Box 389
Tifton, GA 31793-0389
912/386-6500

Implications for Systemwide
Staff Development

If staff development is seen as a strategy for
basic organizational change rather than a
strategy for implementing specific, instruc-
tional change, then systemwide staff develop-
ers become valued and respected internal
consultants to other system and school leaders.
The role of systemwide developers then

-
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becomes more fluid, permeating facets of
system life and making all initiatives more
coherent and integrative. The paramount task
of system administrators is not to get this or
that innovation put into practice but to build
the capacity of the system and the schools to
handle all innovations (Fullan, 1991). The
relationship between the system and the
school cannot be minimized as more attention
is given to site-based management models,
empowerment strategies and restructuring
themes.

A New Vision for Staff Development -7




Expanding the Role of the Staff Developer

An adequate, even good answer to the ques-
tion “Who is the staff developer?” used to be
simply the person who had the title, compiled
needs assessment data, wrote the local staff
development plan, administered the paper-
work and scheduled the workshops. Those
tasks are still important but are nowhere near a
complete list. Today, a broader concept of
staff development is more appropriate in many
school systems.

As staff development plans and school im-
provement plans parallel each other — and
eventually merge — in a school system’s
efforts to improve student outcomes, nearly all
persons associated with the goal of improving
learning become staff developers. Learning
itself is complex, influenced by many factors
that are not controlled by educational institu-
tions. Setting one staff developer to work in
isolation toward this complex goal is a strat-
egy with little hope of success.

Some years ago, the staff developer was the
person who arranged for the speaker for
opening day or systemwide teacher inservice
day. Today the staff developer designs, imple-
ments and leads the institutionalization of
school or system improvement efforts. In
addition to the professional growth of teach-
ers, staff developers provide for the profes-
sional and occupational needs of administra-
tors, media specialists, paraprofessionals,
school food service workers, bus drivers,
substitute teachers, secretaries, custodians and
any other persons employed by the school
system. In the broadest sense, staff developers
are all those persons concerned with what can
be done to make learning outcomes more
predictable, fairer, comprehensive and appro-
priate for today’s students and tomorrow’s world.

They are a collaborative group of educators
probably helped by a person who has the staff

developer title. This group is flexibly struc-
tured around subtasks or parallel tasks that
take up planning and implementing goal-
directed change in schools. This definition
points toward the next concem: the need for
setting up and maintaining focus in a collabo-
rative group.

LaGrange City Schools

As part of the system staff development pro-
gram since 1987, two staff developers who are
full-time classroom teachers are trained in
each school. Staff development duties include
mentoring new teachers and providing help
for teachers with assessed needs. Other duties
are conducting needs assessments for staff
development planning, planning in-house
improvement projects and providing instruc-
tion in school-based and systemwide work-
shops and courses. School Staff Developers
(8SSDs) developed an effective teaching prac-
tices manual, “Making the Best Better,” in
1988 for systemwide use. SSDs meet monthly
for additional training, updates and sharing.

For more information contact

Lamar Hamric
Superintendent
LaGrange City School System
P.O. Box 1466
LaGrange, GA 30241
706/883-1530

The Focus of Staff
Developers

Staff developers, according to Philip
Schlechty, are people who think about how to

Expanding the Role of the Staff Developer I1-1
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organize the school system. A staff developer
is a source of ideas who stimulates thinking
among busy coworkers.

There’s not enough thinking because
we re always so busy doing. Someone or
some group in a school system has to
think constantly about the future and
encourage others who are too busy with
the present to think about the future.
Staff developers need to be organiza-
tional gadflys who are always asking
“what if.” (Schlechty, 1991, p. 5)

Thus, the staff developer encourages and
supports those who are looking to the future,
who are asking “what if”’ and who are provid-
ing the training for their colleagues. And the
gadfly character of the staff developer must fit
somehow within a collaborative, partner
relationship with the improvement group.

Other education thinkers emphasize the staff
developer as change agent who brings to the
change process a unique, probably more
global perspective thut includes the complex
relationships among the many elements likely
to be affected by the change.

Effective change facilitators work with
people in an adaptive and systemic way,
designing interventions forclients’ needs,
realizing that those needs exist in par-
ticular contexts and settings. Function-
ing in a systemic way recognizes that the
school as a whole will be affected by
whatever is done with respect to even its
smallest part. Interventions in one arena
may well produce unexpected results in
another. Therefore, notions about the
speed with which successful school im-
provement can be accomplished, the spe-
cific actions needed to achieve it, and
cven the shape that implemented change
will ultimately take may have to be al-
tered along the way. (Hord, etal., 1987,p.7)

II-2 Expanding the Role of the Staff Developer

Fullan (1991) believes that staff developers

should remain committed to flexibility
in their plan for change. He sees educa-
tional change as a process of coming to
grips with the multiple realities of people,
who are the main participants in imple-
menting change. The leader who presup-
poses what the change should be and acts
in ways that preclude others’ realities is
bound to fail. (Fullan, 1991, p. 95)

Fullan further reminds staff developers to
assume that ‘“‘one of the main purposes of the
process of implementation is to exchange your
reality of what should be through interaction
with implementers and others concerned . . .
that successful implementation consists of
some transformation or continual development
of initial ideas.” (Fullan, 1991, p. 105)

Staff developers in collaborative groups
remain focused on goal making and problem
solving. Conceptions of future improvements
are adjusted based on the perceptions and
realities of other staff developers involved,
creating new understandings of the gouls and
problems in improving learning.

Redefining Staff
Developers

By most measures student achievement trails
most communities’ expectations. Prospects for
significantly large increases in education
personnel, instructional materials, equipment
or facilities are not bright. Still improvement
is the goal. What other resources are available
for the task?

Many human resources remain untapped. In
fact, they are education’s most viable hope for
improvemert. Faced with current realities,
staff developers need to focus on improving
themselves and helping their colleagues grow.




In doing so, a culture of learning and sustained
growth pervades the school and system.

School improvement is difficult and complex.
It involves multiple roles, personalities and the
full range of concerns and challenges involved
in the functioning of any large organization.
As staff developers facilitate changes at the
school level, school leaders should provide
support for changes of two kinds:

» Expansion of the number of persons who
function in the role of staff developer and

» Expansion of the role of the central office
staff development coordinator to planning
leader and facilitator of other change agents.

Douglas County Schools

The more people we get involved in being staff
developers, the higher their morale and
motivation go. “This motivation is what
sustains our program at Arbor Station El-
ementary School in years of budget cuts and
shortages,” says Kelli Penn, fifth grade
teacher in Douglas County. Mrs. Penn be-
came a member of a systemwide staff develop-
ment advisory council in 1986 in a system that
was beginning to move toward site-based staff
development. For some time her role was to
help her system coordinator decide and
communicate between school and central
office levels. Back at her building she worked
with the principal and instructional lead
teacher carrying out the needs assessment,
interpreting the data and completing a school
staff development plan. This plan was submit-
ted to the system coordinator for approval.

For a couple of years, building needs and
teacher interests supported activities in
Assertive Discipline, cooperative learning,
critical thinking and parent conferencing
skills. Mrs. Penn assisted in schoolwide

-

miniworkshops on an inservice schedule that
allowed each teacher to explore each topic
once during .¢ year. Faculty also developed
skills in learning styles and time management.

Increasingly, however, Mrs. Penn's role has
become that of facilitator and planner for her
building’s activities. In 1991-92, a year with
Reflective Teaching as a focus for teacher-
directed staff development, she worked with
grade-level teams. They planned individual-
ized activities for teachers who determined
their own needs from videotaping their
classes. A building-level committee has
evolved to help determine priorities for use
of funds and time at Arbor Station.

For more information contact

Kelli Penn
Teacher, Grade 5
Arbor Station Elementary School
9999 Parkway South
Douglasville, GA 30135
404/920-4305

The Work of Staff
Developers

Staff developers find new ways to change
schools by integrating old traditions and
current realities with visions of the future.
They are the persons who

» Help others understand and apply contem-
porary research and theory about teaching,
adult learning and organizational
development,

» Explain to the school board, faculty, staff
and community the purposes and structure
of a staff development program,

* Collect and analyze information about
faculty and staff needs with respect to
system or scheol goals,

Expanding the Role of the Staff Developer II-3




« Involve participants in planning their
training programs,

» Encourage and strengthen collaborative
decision making among teachers, adminis-
trators, staff and community members,

« Manage the delivery of programs to
participants,

+ Conduct a comprehensive evaluation of
staff development activities and programs and

» Complete all the forms to receive state and
federal funds (Ohio Department of
Education, 1983).

The Nadler Human Resource Development
Model (1980) summarizes the staff developer’s
tasks and roles as those of the leaming specialist,
administrator and consultant. Integrating
these roles to function effectively within the
context of the school or school system seeking
improvement is the peculiar challenge facing
staff developers. Meeting this challenge will
require specific knowledge and skills, most
generic to leadership personnel, some more
narrowly the domain of the staff developer.

Competencies Important
to Effective Performance

Recognizing the need to provide a framework
for the education and continued development
of professional staff developers, the National
Staff Development Council established a
committee in 1989 to identify the competen-
cies needed to lead and manage comprehen-
sive staff development programs. Those
competencies serve as guidelines for school
systems, state departments of education and
colleges in selecting, training and evaluating
staff development personnel. The thirty
competencics fall into four broad categories:
Program/Curriculum, Consultation/Facilita-
tion, Management and Personal. These appear
with amplifying descriptions in Figure 1.

(pp. -5 = 11-6)

o II-4  Expanding the Role of the Staff Developer

A listing of such competencies, of course, also
may aid school or system-level staff develop-
ers as they select, train and evaluate other staff
developers. Moreover, working in a collabora-
tive team, staff developers might assess
strengths and weaknesses and jointly decide to
develop the human resources of the group to
meet needs of the school or system more
effectively.

How effectively staff developers can function
relates to their leadership and their inventive-
ness within the context of the policies and
programs of their school or system. Their
effectiveness relates to their sensitivity to
developmental processes in individuals and
organizations. They must continuously find
ways to unify their own vision for the future
with other professionals’ needs and visions for
the organization. As these become realities,
schools become more like learning laborato-
ries for both children and adults.
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b d




Figure 1

Performance Competencies for Staff Developers

Competency Descriptors
Program/Curriculum
Adult development/ Knowledge of how adults learn and develop through personal and career
Learning theory stages; ability to apply this understanding in designing and implementing
staff development programs that support individual/group change and
professional growth
Evaluating staff Knowledge of program evaluation models and the ability to conduct

development programs

formative and summative evaluations of planning, training and
implementing activities

Implementing staff
development programs

Understanding of the research on individual and organizational change

and the ability to implement a program and to plan strategies that support
change during implementation

Instruction

Knowledge of learning theory and the ability to apply effective teaching
strategies to achieve learning objectives

Needs analysis

Knowledge of existing needs assessment strategies and the ability to
construct and use needs assessment methods, analyze results and design

the content and follow-up of staff development programs appropriate for
the identified audience

Organizational development

Understanding of organizational change processes and the ability to

diagnose organizational needs, identify organizational climate and culture,
and provide useful data to decision makers

Planning

Ability to gather and analyze data, project future educational needs and
trends, incorporate the perspectives of various constituencies and establish
commitments to objectives and activities for short- and long-range plans,
as well as strategic and contingency plans

Presentation

Ability to understand modality preferences and cognitive style, to design
presentations that communicate nonverbally and orally, to use appropriate
visual aids and to make adjustments based on audience needs

Research

Ability to select and develop research methodologies and to use data
collection techniques and statistical techniques for action research, as well as
program development and evaluation

Resource management

Knowledge of and the ability to use community, state, national and

international networks as well as private enterprise to secure the resources
to meet staff development needs

Training design

Ability to diagnose group needs, determine learning and training
objectives, select appropriate activities for participants with different
learning styles and design follow-up support structures

Understanding of
educational and staff
development research and
issues

Knowledge of current research, issues and trends in education and of staff
development models and effective practices; the ability to apply research

and theory on human information-processing, reflective analysis and
decision making

Understanding of
multicultural and diverse
populations

Knowledge of the cultures and mores of different cultures and ethnic
groups and the ability to work with them effectively

Expanding the Role of the Staff Developer II-5
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Consultation/Facilitation

Coaching

Ability to organize programs addressing coaching strategies and to use
coaching skills to assist all school employees in professional growth

Conflict management

Ability to resolve or help facilitate resolution of conflicts and to use
mediation and negotiation strategies

Group process and
facilitation

Ability to manage groups effectively, use appropriate modes of decision
making, use conflict creatively, build trust and rapport, establish consensus
and use group leaming strategies

Interpersonal

Ability to listen with empathy, ask insightful questions, give specific feed-
back, maintain confidentiality and use humor effectively and constructively

Public relations

Ability to promote effective staff development practices and programs
through communication with the school community and the general public

Management

Cost-benefit analysis

Ability to assess potential benefits accruing from staff development
programs, to prepare budgets and accurately describe program costs and
benefits to enable decision-makers to make informed choices

Delegation

Ability to determine which tasks to delegate, to select appropriate people for

delegation, to provide them with training and support and to monitor their
performance

Instructional technology

Ability to select and use appropriate existing and emerging technoiogies for
planning, training, evaluating, record keeping and other purposes

Performance observation

Ability to observe objectively and describe job performance behaviors and
their effects, and to assess changes in behavior resulting from training

Records management

Ability to establish systems to record and report information on various forms of
program and participant data in an easily retrievable form, and to track progress

Regulations and procedures

Knowledge of local and state regulations and procedures as they relate to
staff development

Linking

Ability to relate staff development to other components of the organization,

such as teacher evaluation, supervision, curriculum development and school
improvement

Personal

Creative problem-solving

Understanding of creative problem-solving models and the ability to apply
them in staff development situations

Intellectual versatility

Ability and desire to learn in a number of areas; ability to use a broad range
of ideas and practices and to guide staff in retlection on professional practices

Leadership Ability to involve others in working efficiently and effectively toward a
shared vision and goals

Motivational Ability to create and inspire energy and enthusiasm for staff development
initiatives

Writing Ability to communicate clearly in writing to diverse audiences through

newsletters, reports, articles for professional publication, etc.

(Reprinted by permission of the National Staff Development Council, 1991)

[I-6 Expanding the Role of the Staff Developer
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Making Change Real

Innovations will have their intended impact
and outcomes only to the degree they posi-
tively affect students. This section examines
the factors or conditions that cause change,
considerations for personnel development,
strategies for whole school development and
key themes in successful change.

Loucks-Horsley (1989) suggests that change
in organizations typically proceeds in three
phases: (a) initiation, (b) implementation and
(¢) institutionalization. During initiation,
people develop clear images of the innovation
and its meaning to them. During implementa-
tion, people’s main concern is management of
the innovation. At this point, training and
coaching are helpful for people to become
comfortable with the change. New practices
are integrated into the school’s structures and
routines during institutionalization. Success-
ful institutionalization requires continued
support, encouragement and recognition. This
section provides a brief overview, and the
succeeding sections detail the three phases in
the Georgia context.

Lowndes County Schools

Lowndes County School System awards
improvement grants -— $750 stipends — to
individuals seeking to carry out activities
designed to address identified needs in their
schools. Certified staff members apply for
support to carry out projects related to at-risk
students, discipline, mainstreaming special
students, implementing values education,
parent involvement, classroom learning
centers, human relations skills, thematically-
integrated instruction, parent education and
school long-range planning, among others.
Funds to support the grant come from the state
professional development stipend allocation.

a0
o

Application forms ask staff members to (a)
describe the school problem to be addressed
and (b) state the staff development goals,
activities, materials, on-the-job implementa-
tion and expected project results. Applicants
also must outline planned evaluation strate-
gies, plot their activities on a timeline and
itemize a budget. The system staff development
coordinator and superintendent approve one
grant per school per year.

For more information contact

Ron Irwin
Staff Development Coordinator
Lowndes County School System
P.O. Box 1227
Valdosta, GA 31603
912/245-2250

Initiation

Using the findings of his colleagues, Fullan
(1991) identifies four main insights regarding
the change process for staff developers to
understand and acknowledge. Using these
insights throughout the change process is
important, but it is especially critical during
the initial stages of introducing an innovation.

» Active Initiation and Participation
Begin with small groups and build momentum.

 Pressure and Support
Both pressure and support are necessary for
success. When change occurs, it is because
some pressure has built up that leads to
action. Successful change projects always
include elements of both pressure and
support. Pressure without support leads to
resistance and alienation; support without
pressure leads to drift or waste of resources.

Making Change Real ITI-1




+ Changes in Behavior and Beliefs
Most people do not discover new under-
standings untii they have delved into
something. Changes in behavior precede
rather than follow changes in belief (Fullan,
1985). When people try something new,
they often suffer the “implementation dip.”
Things get worse before they get better as
people grapple with the meaning and skills
of change (Joyce and Showers, 1988).

+ Overriding Problem of Ownership
Ownership in the sense of clarity, skill and
commitment is a progressive process. “True
ownership is not something that occurs
magically at the beginning; instead it is
something that comes out the other end of a
successful change process.” (Fullan, 1991,
p.-91)

Introducing Innovations

Using ditferent designs and introducing
innovations in several settings, Stallings
(1989) and her colleagues set out to improve
teaching and student achievement relative to
reading practices in secondary schools.
Stallings identified research findings on
effective reading practices as well as research
on critical factors related to effective staff
development. About the latter, Stallings
(1989) stated that teachers are more likely to
change their behavior and continue to use new
ideas under the following conditions.

» They become aware of a need for improve-
ment through analysis of their own obser-
vation profile.

+ They make a written commitment to try
new ideas in their classroom the next day.

+ They modify the workshop ideas to work in
their classroom and school.

+ They try the ideas and evaluate the effect.

+ They observe in each other’s classrooms
and analyze their own data.

kl‘CﬁII—Z Making Change Real

» They report their success or failure to their
group.
» They discuss problems and solutions

regarding individual students and/or teach-
ing subject n_ ‘ter.

'+ They obtain a wide variety of approaches

(that is modeling, simulations, observa-
tions, critiquing videotapes, presenting at
professional meetings).

» They learn in their own way to set new
goals for professional growth. (pp. 3-4)

Careful planning with a representative group
of school or system staff and continuing
pressure and support increase the likelihood of
changes occurring and being maintained.

Whitfield County Schools

The Arts in the Curriculum is a cooperative
effort among public school systems, a regional
arts center and a higher education institution.
Federal and private grants entirely fund this
program. School systems provide release time
to participating staff members on school-year
training days. Trainees receive a small stipend
for the initial summer training period at the
University of Tennessee at Chattanooga.
Participating school systems must sign an
agreement to support the program, and each
participating school musrt involve both teach-
ers and an administrator in training. A school
may participate in any or all of three institutes
— visual arts, theater and music -— developed
by the Southeast Center of Education in the Arts.

Participants complete training over a two-
year period, part in summers, part during
school years. Institute directors observe
students implementing the skills and know!-
edge learned through the institute. Partici-
pants serve as trainers for other staff members
in their schools and for other schools through-
out their systems.
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Skills acquired are often interdisciplinary in
nature. For example, one activity from the
theater institute involved teaching the human
circulatory system using drama. All the
students became various parts of the circula-
tory system and “moved through the body” to
illustrate this concept.

For more information contact

Eloise Gazaway
Director of Staff Development
Whitfield County School Sysiem
1306 South Thornton Avenue
Dalton, GA 30720
706/278-8070

Successful Change

Recent studies provide clear descriptions of
the main themes in successful change at the
school level. The consistent message in this
research is that a few themes in combination
make a difference. The most fully developed
conceptualization is that of Louis and Miles
(1990), in which five major themes are these.

* Vision Building
I: is crucial to develop a clear, shared
vision — of the school as it might become
and of the nature of the change process that
will get it there.

+ Evolutionary Planning
Successful change is most likely when the
program is evolutionary, rather than tightly
predesigned, with plenty of early action to
create energy and support learning.

+ Initiative Taking and Empowerment
School implementation efforts are most
successful when the school and the system
are actively engaged with each other, but
with few rules and much autonomy for the
school. Power sharing is crucial, and

turbulence will be the norm as leaders lead
such efforts.

+ Staff Development and Resource Assis-
tance
Substantial, sustained, relevant and varied
assistance is essential. Implementation is
not a self-sustaining process, and building
permanent internal resource structures is
critical.

* Problem Coping/Monitoring
Problems are inherent in serious change
efforts. Coping with them actively,
promptly and with depth is the single
biggest determinant of success. Careful
problem-sensing and deliberate coping
efforts are the hallmark of success.

(pp. 290-295)

Pierce County Schools

Assessment of the student population at Picrce
County High School four years ago revealed a
high dropout rate and the need for a recovery/
re-entry program. Administrators and faculty
worked together to design the Optional Edu-
cation (Op-Ed) program, which helps prevent
potential dropouts from leaving school and
provides a re-entry program for those who
have already dropped out.

Planners attended conferences on the student
at-risk and studied the literature as a group.
They believed in students' potential for suc-
cess and in the school's responsibility for the
whole child — his/her psychological, social
and academic welfare. An assistant principal,
a project teacher, a vocational teacher, a
remedial education teacher and a school
counselor compose the Op-Ed project staff.
They do the planning and decision making
that give the program autonomy and focus.
Students in the program spend three hours a
day in academic and prevocational life-role
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skills instruction and three hours a day in
regular vocational classes.

The program is small, with approximately 48
students, so that teachers can develop per-
sonal relationships with students and be more
responsive to individual needs. Teaching
strategies are individualized with several
strategies — prominently computer-assisted
instruction and cooperative learning — woven
around real-life problems.

For more information contact

Tina Sue O'Quinn
Assistant Superintendent
Pierce County School System
209 Gordon Street
Blackshear, GA 31516
912/449-2044

(3

Implementation

According to Joyce and Showers (1988),
training should be designed around five
clements that assure a high degree of skill and
the transfer of new skills to the classroom.
These elements are as follows.

» Theory: Participants study the rationale,
the conceptual base and the description of
an approach.

« Demonstration: Participants see live and
video demonstrations of a strategy.

 Practice: Participants practice the new
skills with peers.

+ Feedback: Participants leamn a system for
seeing teaching behavior and reflecting on
those observations.

+ Coaching: Participants coach their partners
as an extension of the training. (See Figure
2 on p. 111-5)

I1I-4 Making Change Real

Coaching, as Joyce and Showers describe, has
as its purpose the implementation of innova-
tions where determination of the effects on
students is possible. Coaching and feedback
also function more strongly as the school and
system culture values and reinforces a positive
professional climate.

Houston County Schools

Effective Teaching Practices — Beyond
Effective Teaching is a program designed for
in-service teachers to enhance teaching skills
and to help them understand the basic con-
cepts of effective teaching. The program is
based on the tenets of Madeline Hunter, but
does emphasize other research models. The
training process is very much teacher-driven
and designed around teacher needs. Teachers
evaluated the results for longitudinal effects
and believed they had improved instructional
techniques and skills. Additionally, teachers
who were doing a good job received much
needed reinforcement. This course reinforced
good teaching practices.

For more information contact

Roberta Barr
Coordinator of Personnel Development
Houston County School System
P.O. Drawer N
Perry, GA 31069
912/987-1929

Building a Professional Climate
for Adult Learning

A climate for adult development is built by
defining staff development in a more holistic
manner and by basing programs on strengths,
goals or growth issues rather than on defects
and weaknesses. Senior professionals also

’'d
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build such a climate by modeling the acquisi-
tion of new skills and by seeking and using
feedback from colleagues. A climate that has
systematic processes to recognize and reward
professional growth and support instructional
risk-takers fosters adult learning. Principles

of adult learning are seen in programs based
on the following.

« Life situations are more appropriate than
school subjects as units for organizing adult
learning.

 Analysis of experience should be the basic
strategy for adults gaining new knowledge,
skills or attitudes.

 Adults need to direct their own learning
experiences with respect to inquiry, style,
place and pace.

Human resource development cannot be
separated from schocl improvement. Loucks-
Horsley and associates (1987) summarize ten
factors that contribute to successful teacher
development and apply to all personnel
development:

« Collegiality and collaboration,
« Experimentation and risk taking,
* Incorporation of knowledge bases,

+ Appropriate participant involvement in
goal-setting, implementation, evaluation
and decision making,

» Time to work on staff development and
assimilate new learning,

¢ Leadership and sustained administrative support
 Appropriate incentives and rewards,

« Program designs based on principles of
adult learning and the change process,

« Integration of individual goals with school
and system zoals and

+ Formal placement of the program within
the philosophy and organizational structure
of the school and system. (p. 8)

I1I-6 Making Change Real

Little (1990) identifies four levels of collegial
reiationships. These are given below, begin-
ning with the most independent to the more
interdependent.

+ Storytelling and Scanning for 1deas:
Contacts among teachers in which they
gain information and exchange ideas.

» Aid and Assistance: One-to-one interac-
tion among peers leading to mutual benefit.

+ Sharing: Exchange of insights and meth-
ods among teachers revealing their instruc-
tional ideas or practice.

» Joint Work: The most interdependent form
of collegiality involving meetings among
teachers and administrators that rest on

- Shared responsibility for the work of
teaching,

- Collective conceptions of autonomy,

- Support for teachers’ initiatives and
leadership with regard to professional
practices and

- Group affiliations grounded in profes-
sional work.

By comparison to joint work, the first three
represent weak ties among professionals. Joint
work depends on the structural organization of
task, time and other resources in ways not charac-
teristic of other forms of collegiality. Joint
work anticipates truly collective action. When
faculty and staff work together and arrive at
decisions collectively, the gains are as follows:

+ Teachers have more choice in selecting
instructional methods,

» Teachers have a larger pool of ideas,
methods and materials that help strengthen
their instructional capacity, and

» Teachers’ organizational leadership and
adaptability increase.
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Glynn County Schools

The Glynn Model for Effective Teaching and
Supervision(GMETS), one facet of a compre-
hensive staff development program, is based
on the work of Madeline Hunter. GMETS is
appropriate for all teachers and administra-
tors involved in instruction for all grade
levels. GMETS does not train all teachers to
teach alike. It provides them with basic skills
necessary to apply a variety of teaching styles.

GMETS stresses effective and efficient teach-
ing and refines the process of professional
decision making. The training program strength-
ens and updates teaching and supervisory
skills. All teachers complete one session of
GMETS (six days), and all instructional leader-
ship personnel complete two sessions (16 days).

GMETS includes a maintenance component
for both leaders and teachers who have
completed the training phase. Additioncl
inservice and coaching by peers continuc to
develop the skills and knowledge gained in the
training phase.

For more information contact

Gale Sitton
Staff Development Director
Glynn County Schoo! System
1313 Egmont Street
Brunswick, GA 31521
912/267-4100

Monitoring Implementation

Information collected by classrcom teachers’
own analysis, by peer coaches or by supervi-
sors is valuable in detecting emerging new
skills at the point of implementation. They
identify desired new behaviors and collect
data on frequency and appropriateness of use.
Data collection and feedback provide pressure

27

and support for continuing work toward
innovation goals.

The attitude of implementers is an additional
and crucial factor to assess at this stage. A
standard set of tools for assessment of attitude
by staff developers during implementation of
an innovation is CBAM, the Concerns-Based
Adoption Model. “The CBAM offers admin-
istrators and facilitators a proven technique for
innovation-monitoring” (Hord, et al., 1587,

p. 54) through use of several instruments: the
Innovation Configurations checklist, the
Stages of Concern questionnaire or the
Levels of Use interview/observation technique.

Each of these techniques generates informa-
tion about a different aspect of the innovation,
but all relate to the basic scheme of CBAM,
which affirms that an implementer’s level of
concern about an innovation directly corre-
lates with the degree to which the innovation
has been incorporated into the classroom or
the workplace. These stages of concern, from
lowest to highest, are as follows.

0 Awareness: I am not concerned about
the innovation.

1 Informational: I would like to know more

about it.

2 Personal: How will using it affect me?

3 Management: I seem to be spending all
my time getting materials
ready.

4 Consequence: How is my use affecting
kids?

S Collaboration:  Iam concemed about

relating what 1 am doing
with what other instruc-
tors are doing.

I have some ideas about
something that would
work even better.

6 Refocusing:

Levels 0, 1 and 2 are concerns with Self. The
Task is the concern in level 3, and levels 4, 5
and 6 reflect a concern about Impact of the

innovation. Assessing these levels of concern
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— and thus, the level to which the innovation
has been implemented and what the
implementers are feeling — the staff devel-
oper can more appropriately move through the
stages of training without getting too far ahead
of the people implementing the change.

Oconee County Schools

For the past two years the Oconee County
School System has participated in the local
Chamber of Commerce Trade Show. This
trade show provides an opportunity for busi-
nesses to communicate with each other, and
the school system display informs the business
leaders of school system goals and programs.
Staff developers design and prepare the
display and serve as schoo! system represen-
tatives at the trade show.

For more information contact

Wilma Biggers
Curriculum Director
Oconee County School System
P.O. Box 146
Watkinsville, GA 30677
7061769-5685

Institutionalization

Careful implementation and monitoring can
guide institutionalization of staff development
for school improvement projects. Staff devel-
opers should approach their work with some
model of change in mind, a model that en-
ables them to consider factors known to affect
the organization’s capacity to continue the
innovation beyond the implementation phase
(Fulian, 1987; Huberman and Miles, 1984).

Louis and Miles (1990) offer the following
observations about initiation and implementa-
tion strategies and successful institutionalization.
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+ Planning is energizing to the school, is well
supported both inside and out and generally
creates ownership of the program ar the
school level even where stimulated by a
mandate at the system or state level.

+ Implementation, however, is characterized
by an increased number of real problems,
many of which are severe and difficult to
deal with because they represent dilemmas
inherent in the setting or deeply embedded
in the culture of the school.

+ Relationships within schoo!l systems can be
a modest and continuous source of imple-
mentation problems for schools even
though there may be a high level of “sup-
port” for improvement from this source.

» Producing real effects takes time; many
programs that are in early stages of imple-
mentation are apparently too optimistic
about the time frame. (p. 50)

Overcoming Obstacles to
Institutionalization

Purkey and Smith (1985) state that the chief
barrier to institutionalization of an innova-
tion is any factor that disrupted or derailed
cultural change. Overcoming these institu-
tional obstacles involves applying the follow-
ing strategies.

» Complete the Implementation
The more completely projects are imple-
mented, the more likely they are to be
sustained. The more they depart from the
bottom-up, participatory model, the less
likely they are to be lasting. A process that
offers the illusion but not the reality of
school-level responsibility is unlikely to
continue once central office or board
attention is focused elsewhere.

* Prevent Administrative Resistance
School administrators can block grass-roots
approaches to school reform that threaten

A
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their authority or established patterns of the
organization. Providing for input from
administrators, if successful, will focus
additional resources on the implementation.

 Clarify and Harmonize Goals
School improvement is not a voyage of
discovery but a process that leads to certain
characteristics becoming implanted in
schools and systems. There must be a clear,
articulated vision.

* Provide for Central Office and Board of
Education Support ’
Support ranges from material incentives to
public recognition of staff contributions.
The seriousness and purposefulness with
which the system administration undertakes
its task are likely to be transmitted to
school staffs.

* Provide Sufficient Resources
Most schools will need additional time,
money and information if their staffs are to
break old habits of instruction and manage-
ment and to acquire new attitudes and
expectations.

* Share Decision Making
Without a genuine voice in the decisions
affecting their professional lives, building
staffs are unlikely to accept responsibility
for school improvement and student
success. (p. 384)

School Development

One of the purposes of staff development is to
unite the staff of the school in study to im-
prove their school and thereby to engage the
staff in continual programs to make the school
better. Little (1981) found that school im-
provement is achieved when the following
conditions occur.

o

Teachers engage in frequent, continuous
and increasingly concrete and precise talk
about teaching practice (as distinct from
teacher characteristics and failings, the
social lives of teachers, the foibles and
failures of students and their families and
the unfortunate demands of society on the
school). By such talk, teachers build up a
shared language adequate to the complexity
of teaching, capable of distinguishing one
practice and its virtue from another.

Teachers and administrators frequently
observe each other teaching and provide
each other with useful (if potentially fright-
ening) evaluations of their teaching. Only
such observation and feedback can provide
shared referents for the shared language of
teaching, and both processes demand and
provide the precision and concreteness
which make the talk about teaching useful.

Teachers and administrators plan, design,
research, evaluate and prepare teaching
materials together. The most prescient
observations remain academic (*just
theory”) without the machinery to act on
them. By joint work on materials, teachers
and administrators share the considerable
burden of development required by long-
term improvement, confirm their emerging
understanding of their approach and make
rising standards for their work attainable by
them and by their students.

Teachers and administrators teach each
other the practice of teaching. (pp. 12-13)

When deciding about whole school develop-
ment strategies, Fullan (1985) identifies
problematic dilemmas.

What should be done about voluntary
versus involuntary participation?

*When circumstances are equal, voluntary
participation is obviously preferred. How-
ever, initial indifference or ¢ ven opposition
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can be turned around if the innovation has
high quality, meets a need and accompanies
ongoing assistance. When beginning with
volunteers, make it clear that participation
by all is eventually expected. When man-
dating some involvement, realize that more
intensive help and direction will be re-
quired.

o Should one use small-scale or large-scale
approaches?
Go with changes of significant complexity,
but do it through incremental development,
starting with a few schools and spreading
outward.

» What about fidelity versus variation?
When working with a validated innovation,
one should emphasize faithful implementa-
tion at the initial stages, because most users
will reduce the degree of change. On the
other hand, if one is not working with
validated innovations, variation at the
outset should be fostered, because this is
tantamount to developing the innovation
through use.

» Where to start?
Start small (that is single faculty) and
expand as one gets better at the change
process through experience in a particular
setting.

Richmond County Schools

In 1987 the Richmond County School System
started a staff development effort called the
Models of Teaching program. This program is
intended to change the teaching workplace
and to increase the learning of students. To
change the teaching workplace, the entire
faculty of a school is organized into study
groups. A study group consists of no more
than six professionals who meet weekly for
about one hour. The study groups make
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common cause for sustaining innovations,
implementing instructional changes, achieving
goals for school improvement, contributing to
faculty cohesiveness and focusing on how to
help students learn more. Study groups also
serve as the vehicle for putting any innovation
into place. Joint work is the tie that the study
groups are striving to attain.

For more information contact

Carlene Murphy
Richmond County School System
Director of Staff Development
804 Katharine Street
Augusta, GA 30904
7061737-7270

Shared Governance and Staff
Development

Shared governance comes into schools’
decision making by edict, by abdicaticn, by
benign neglect, or more positively, by choice.
The choice to share the governance must be
made by the faculty and the principal, with
support and prior approval, desirably, of the
system superintendent. Making that choice
implies that the principal acknowledges that
he or she does not want to go it alone. The
expertise, support and joint work of the fac-
ulty are necessary to improving learning in the
school.

Research and emerging practice support
integrating staff development in any school
improvement project, with the following
practices recommended by Wood (1989).

+ The board of education and superintendent
commit to school-based improvement and
the assumptions of effective staff development.

+ The system identifies procedures for plan-
ning and implementing school-based
improvement and staff development.
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» New roles are identified and clarified for
system and school administrators, staff
developers, teachers and school board
members.

» The mission of staff development is rede-
fined to support school-based improvement.

* Principals and other school personnel are
trained to perform as staff developers and
planners. (p. 39)

Hopkins (1990) summarizes the opportunities
and pitfalls of school-focused staff development.

Schools obviously have more flexibility
to tailor their staff development pro-
grams in support of specific, agreed-on
innovations. Onthe otherhand, inschools
with poor climates, the possibilities for
successful innovation are limited unless
the school climate itself becomes the
object of the staff development program.
This is difficult for the school to achieve
by itself. Substantial external support is
consequently needed, not only to sup-
port teackiers in the acquisition of new
knowledge and practices, but also in the
effort to transform the culture of the
school. (p. 64)

Hopkins (1990) also emphasizes that school-
based staff development planners who are
introducing educational ideas should consider
these factors.

¢ Clarity of the concepts being used
¢« Understanding of the school climate

» Understanding of individual teacher’s
psychological state

+ Planning and evaluation of their own
inservice training by teachers with respect
to each particular curriculum innovation.

(p. 64)

Fullan (1991) advises that teachers who are
involved in school improvement need, besides
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instructional skill training, opportunities for
teacher collaboration, communication and
mutual support — both in one-on-one and
group settings. Teachers should receive and
give help and discuss the meaning of the
changes they are undergoing with their school.

About beginning dialogue among the school
staff considering school governance and
improvements, Glickman (1989) discusses
some early decisions by the principal of
Oglethorpe County (Georgia) High School in
1982 and summarizes the implications for the
decision this way:

Whether Oglethorpe County High School
could operate in such a way would first
depend on whether the principal was
willing to involve teachers in real deci-
sion making rather than using them as
implementers of the principal’s deci-
sion. In effect, would [the principal] be
willing to be one vote on a council where
adecision could be made that he person-
ally opposed? Would he support the de-
cision or sabotage it? If he vetoed it, then
shared governance was merely a sham
and teachers would soon know it. (pp. 6-7)

As the seven individuals, one of whom was
the principal, initiated the tasks of defining
goals and making decisions toward improving
Oglethorpe County High School, the follow-
ing two initial staff development activities
begar..

* Anoverview of shared governance for the
first group of decision makers and

» Activities that developed the value of
subsuming self-interest for the larger cause
of the school.

As goals aiose for improving the school’s
responsiveness to the needs of potential
dropouts and other students at-risk, the faculty
designed staff development activities for
themselves. Early examples included these.
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* A summer institute for faculty on counsel-
ing and communicating with troubled
students,

» Courses in teaching reading, cooperative
learning and community-based activities
for students,

« Parent-education courses and

* Visits by teachers to other programs and
attendance at conferences related to school
gozls or issues that were under study by the
various task forces trying to make recom-
mendations to the school’s Executive
Council.

Skills necessary to teachers and other school-

level leaders who are functioning in the role of

staff developer at their building are found in

the section “Staff Developers™ in this guide

(see Figure 1). As teachers and other school-

based personnel share governance, skills in

collaborative work, consensus-making and

group problem-solving are among components

basic to success of any restructuring effort at ‘
the school level.

This section addressed issues of initiation,
implementation and institutionalization of
change. The next three sections expand upon
each of these phases of change specifically in
the Georgia context.

e
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Initiation: Issues and Practices

Staff development is the continuing personnel
development component of the educational
system. It focuses on the realization of human
potential (Purkey and Novak, 1984). It is
concerned with building a culture of learning
(Garmston, 1991), while it seeks to ensure
success for all students (Sparks, 1991). Staff
development addresses the current and future
needs of children, all education personnel and
communities. However, while staff develop-
ment has been identified as a critical factor in
facilitating educational change, the profes-
sional growth of education personnel is per-
ceived by many as a personal responsibility
that occurs largely at the margins of their
werk (Johnson, 1991). This perception has
had an impact upon the field of education staff
development. As education moves toward the
21st century and confronts many of the prob-
lems and opportunities of quality, competition
and survival already encountered by the
business community, it appears inevitable that
the staff development/human resource field
will change and expand and that issues of
professional and personal growth will become
centrally important to educational institutions.

Staff developers have accepted the roles of
human development facilitator, change agent,
systems analyst, conflict mediator, futurist and
guide. However, because of the complex and
nebulous nature of working with people, staff
developers often find themselves in multifari-
ous and ambiguous situations. It is the purpose
of this section to provide information that can
assist staff development educators in dealing
with those situations.

Coweta County Schools

As part of a systemwide site-based manage-
ment program, each school makes school
improvement plans under a systemwide

strategic plan and within recommendations of
the Southern Association of Colleges and
Schools and the six national goals.

Each school ensures participation of all
related personnel in determining the school
goals, reports a summary of the data used in
determining the needs of its learners and sets
three priority goals for the coming year.

The improvement plan details the objectives
and strategies for achieving the goals in
specific, measurable terms. Measures of
student learning will be used to evaluate
success. Staff development strategies integrate
plans to meet the needs of personnel seeking
to meet the priority needs of students.

For more information contact

Herman Fletcher
Coordinator of Staff Development
Coweta County School System
237 Jackson Street
Newnan, GA 30264
706/254-2810

Program Planning

Successful staff development programs are
carefully planned, and the planning process
considers need, funding, scheduling, commu-
nication, evaluation and further planning.
Program planning can be approached in
several ways, and many different tools can be
used. Pert charts, timelines, flow charts,
brainstorming sessions, committee meetings
and compilation and analysis of data may all
enter into program planning,.

Strategic planning, a systematic planning
process which addresses all areas of program
planning, is being implemented in many
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Georgia school systems. Strategic planning is
a process by which members of a school
envision its future and develop the necessary
procedures and operations to achieve that
future.

Although strategic planning is often presented
as a systemwide management tool which
encompasses more areas than those specifi-
cally designated as staff development, the
stated purpose and goals of strategic planning
— to commit to planning to do things the
organization is not presently doing or not
doing well — are very consistent with the
purpose and goals of staff development. The
strategic planning process can be a powerful
staff development tool, and it can help build a
culture of learning in schools. Strategic plan-
ning addresses both theoretical and procedural
issues which relate to staff development pro-
gram planning.

DeKalb County Schools

The DeKalb County School System Depart-
ment of Staff Development has designed a
strategic planning program called Strategic
Planning for School Improvement (SPSI). The
purpose is to provide a process “by which
members of a school envision its future and
develop the necessary procedures and opera-
tions to achieve that future.” The program
emphasizes the importance of the principal’s
role, and it is organized so that a steering
committee representing administrators and
staff plays a major role in all planning activi-
ties. The DeKalb County Department of Staff
Development has prepared a how-to manual,
Strategic Planning for School Improvement: A
Manual for Educators, which provides a
complete description of the DeKalb County
strategic planning model.

)
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For more information contact

Jerry Schwartz
Assistant Director of Staff Development
DeKalb County School System
3770 North Decatur Road
Decatur, GA 30032
404/297-7403

Funding

Funding issues — state requirements, funding
sources, budget categories and legal account-
ability — can present difficulties to staff
developers. Meeting financial responsibilities
and requirements is often one of the first tasks
of the newly assigned staff developer. This
first encounter with the technical aspects of
the role can be intellectually frustrating and
psychologically confusing. Consideration of
common staff development funding questions
and answers may be helpful for those working
with funding issues.

Questions and Answers

What determines the amount of staff devel-
opment funds a school system receives?

The staff development allotment is part of the
state education budget that is established by
the legislature. A Quality Basic Education
(QBE) formula determines the amount of
funds allotted for staff development. Staff
development funds are administered in
Georgia by the State Department of Educa-
tion, but local systems have the authority and
responsibility for implementing staff develop-
ment programs. Limits are placed on the
percentage of funds local systems may use for
administrative costs.

How much money does our school system
receive?

Staff development funding levels may change
from year to year. Local staff development
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allotments depend upon the state education
budget and the amount of funds designated for
staff development. Allocations are based on a
QBE formula. Each local system superinten-
dent receives a state funding allocation sheet
in the spring of each year for the upcoming
fiscal year.

What are Cost of Instruction funds and
Professional Development Stipend funds?

Cost of Instruction and Professional Develop-
ment Stipends are separate categories of the
staff development budget. Using Cost of
Instruction funds, school systems may pur-
chase materials and contracted services, pay
for release time, instructional equipment and
travel for staff development purposes and
reimburse personnel for registration fees and
tuition. Systems may use these funds to
provide staff development opportunities for
certified, noncertified and school board mem-
bers. School Systems award Professional
Development Stipends directly to certified
personnel who participate in staff develop-
ment activities that address an assessed need.
The Cost of Instruction category and the
Professional Development Stipend category
are separate, and each must be used for its
designated purpose. The State Department of
Education informs local systems of changes in
allotment procedures and eligibility requirements.

Can staff development funds be used to hire
consultants?

School systems may use Cost of Instruction
(staff development) funds to pay consultants.
Documentation and monitoring of funds used
for consultant services may be done through
consultant contracts or purchase orders.

Can staff development funds be used to buy
refreshments?

School systems may not use staff development
funds to purchase refreshments; often indi-
viduals provide refreshments for participants
in the staff development activity.

What kind of budget paperwork is required
and when is it due?

School systems must submit a staff develop-
ment plan/budget and an annual staff develop-
ment report to the State Department of Educa-
tion. Work on the local comprehensive staff
development plan often takes place during the
spring of the year. The annual report is due to
the state after the end of the fiscal year. A
suggested timeline for the development of a
comprehensive staff development plan is
printed in the section of this guide titled “Staff
Development Program in Georgia: History,
Rules, Forms and Other Information.”

Do Georgia staff development funding
guidelines ever change?

Staff development guidelines and procedures
may change. The State Department of Educa-
tion informs local school systems of any
changes through memos, directives, publica-
tions and meetings. Because changes do
occur, it is important to complete staff devel-
opment forms and reports according to current
guidelines rather than relying on examples of
past paperwork.

Whom do I contact if I have questions
about staff development funding?

Questions about staff development funding
and reporting may be referred to the Staff
Development Services Unit, Georgia Depart-
ment of Education, 1862 Twin Towers East,
Atlanta, Georgia 30334-5030, (404)656-2433.
Networking with other staff development
professionals is a method many individuals
use to find answers to staff development
questions. It is hoped the local school system
entries in this guide will facilitate networking
by providing names, addresses and phone
numbers of Georgia staff developers.
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Gilmer County Schools

Several systems in the North Georgia Re-
gional Educational Service Agency area
cooperatively identify expert 11- and 12-
month employees who do workshops across
system lines to save on consultant fees. Gilmer
County also finds the free access and use of
Satellite Educational Resource Consortium
(SERC) programs and the Kentucky Educa-
tional TV through SERCs very helpful. School
system personnel can tape these live work-
shops for future use. These workshops provide
very effective staff development for system
personnel.

For more information contact

Jim Hagopian
Staff Development Coordinator
Gilmer County School System
275 Bobcat Trail
Ellijay, GA 30540
706/276-5000

Needs Assessment

Effective staff development programs address
educational needs. Needs assessment is the
process that examines individual and system
needs and establishes program focus and
direction. It is an initial phase of staff develop-
ment planning. Because staff development
programs address professional, personal,
school and system neecds, needs assessment
activities that provide information about all of
those areas are helpful.

During nceds assessment, staff developers
face questions that can have significant impact
on program design and implementation.
Identifying needs accurately provides a basis
for developing effective and meaningful
programs.
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Although there is agreement among educators
that staff development should be based on
need, there are different opinions about how
that need should be determined.

» Some educators suggest that needs assess-
ment follow step-by-step procedures
(Wood, Thompson and Russell, 1981).

+ Other educators report that many educa-
tional needs are already well-documented
and that documentation can serve as a basis

for staff development planning (Glickman,
1990; Glickman,1991).

« Many educational planners recommend
using strategic planning and action research
data to establish staff development goals.

+ In the past few years educators have also
been encouraged to look to professional
vision as an element of needs determination.

As a result of these varied opinions about the
value, effectiveness and efficiency of needs
assessment approaches, staff dcvelopers have
raised questions about needs assessment.

' ~ Questions and Answers '

Why do needs assessment?

The literature notes that one of the roles of an
effective staff developer is to communicate a
sense of direction and purpose (Schlechty,
1990). The purpose of needs assessment is to
help staff developers in setting goals, estab-
lishing observable change criteria and convey-
ing a sense of program direction.

How are needs assessment plans designed?

Traditionally, school system administrators
have designed staff development plans based
either on administrator perception of staff
needs or on an annual needs assessment
survey. Many school systems now use a
systemwide team approach to complete the
needs assessment phase to ensure that all
individuals affected by staff development
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activities are involved in the planning phase.
A planning team has the task of collecting,
analyzing and reporting data. The team also
determines the type and quantity of information
to be gathered.

Are there different types of needs assess-
ment data?

The Georgia Professional Standards Commis-
sion (1986) has classified needs assessment as
either “learner” or “nonlearner” data.
“Leamner” data provide information about
instructional issues. Results of learner-
focused needs assessment provide informa-
tion about curriculum and about the knowl-
edge and skill levels of teachers and students.
“Nonlearner” data reflect the school and
school system’s logistical, managerial and
programmatic needs. Pupil attendance,
facility use, bus maintenance and participation
in school activities are examples of nonlearner
data. Often, nonlearner data may serve as
indicators of learner needs.

What are some specific areas of focus for a
staff development needs assessment?

It is helpful to conduct a periodic, broad-scope
needs assessment that looks at both “leamer”
and “nonlearner” needs. Such a needs assess-
ment could encompass data about

« Student achievement, attendance, dropout
rate, discipline, career interests and self
esteem

o Curriculum offerings, pupil participation
and pupil services
 Teacher competencies, performance evalu-

ation, certification, self-esteem and career
goals

« Administration competencies, self-esteem
and communication

« Management, facilities, finance and p1pil
services

 Parent involvement and community percep-
tions of the effectiveness of the schools
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On what areas should a needs assessment
focus?

The Georgia Professional Standards Commis-
sion (1986) recommends that needs assess-
ment plans focus on information such as

* Type of Data — “Learner” or “nonlearner”
information described in specific terms

» Population/Source — The group or source
from which the data will be collected

 Instrument/Form — Name and descrip-
tron of instrument used to collect data

 Data Collection Procedures — Method
and procedures for administering the
instrument

« Data Organization and Analysis Proce-
dures — Method of tabulating, reporting
and analyzing data

« Timeline — Completion date set for each
major task

» Coordinators — Identification of
person(s) responsible for each major task

Who should participate in needs assessment
activities?

Because staff development is the improvement
of all personnel, needs assessment activities
should involve all individuals within the
system. Local comprehensive staff develop-
ment plans must be based on the assessed
needs of all individuals officially involved in
the functioning of the local school system.

What are some specific needs assessment
toois?

Needs assessment tools include question-
naires, self-studies, data gathered during
action research activities, test score informa-
tion, opinion polls, teacher evaluation data and
analysis of local trends and issues. The litera-
ture has also noted that staff developers need
to distinguish institutional goals and individual
goals. The ufference between the two areas
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has an impact upon the selection of the appro-
priate needs assessment tools (Harris, 1989).

When should 1 conduct needs assessment
activities?

Needs assessment is ongoing. Effective staff
developers review and revise goals over time
with frequent task-focused interaction with
school leaders. Staff developers frequently
conduct some type of needs assessment during
the winter to help in the development of the
next year’s comprehensive staff development plan.

How can needs assessment information be
used?

Needs assessment information can assist in the
development of goals for improvement. These
data can help staff developers determine
program direction and develop change-fo-
cused activities.

Are there any state requirements in this area?

The local comprehensive staff development
plan must address the assessed needs of the
school system and individuals. Programs and
activities must meet the instructional needs of
the system and the professional needs of board
members, administrators and certified and
noncertified personnel.

Americus City Schools

Since 1987, Staley Middle School has con-
ducted a site-based school improvement
project. The current student advisement
program, Group Opportunities for Listening
and Discussing (GOLD), is a weekly program
designed to help students deal with changes.
GOLD emphasizes individual responsibility
and effective decision-making behavior.

In the first year of development, a school
advisory committee studied advisement pro-
grams from other schools. They surveyed
students, administrators and faculty on needs,
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applied for staff development monies and
requested summer staff development stipends
and credits. Advisory committee members
planned the structure of the advisement
program and training for advisors. During
preplanning 1988-89, advisors were trained in
listening skills, working with small groups of
students and involving students in discussions.
Activities were piloted with students that
school year. Summer 1989 staff development
was targeted on skills needed to refine and
polish the activities piloted during the school year.

Though the school counselor changed in 1989,
implementation of the advisement program
continued. GOLD was presented to the stu-
dents in a schoolwide assembly as faculty
members sang their GOLD rap and wore their
GOLD tee-shirts. Advisors completed evalua-
tion of the activities they used with their
groups each month, and the school-based
coordinator led a discussion of the evalua-
tions at the monthly advisory comniittee
meeting. Students and advisors completed an
annual evaluation of their experiences, and
the advisory committee used the results of the
monthly and annual evaluations to update
activities during summer 1990. Staff develop-
ment continued at the school in 1990-91, with
new activities added to the GOLD notebooks.

The advisory committee made preparations to
add 6th-grade activities in time for the addi-
tion of that grade to Staley’s population.
Piloting of 6th-grade activities during the
current school year is the focus for new 6th-
grade staff and students.

For more information contact

Dianne Watkins
Assistant Principal for Instruction
Staley Middle School
915 North Lee Street
Americus, GA 31709
912/924-3168
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Implementation: Issues and Practices

Effective implementation is crucial to the
success of staff development programs. Much
of the staff developer’s creativity and energy
are expended in this area dealing with ele-
ments of time, design and group process. This
phase of the process can directly address
issues of innovation, empowerment, commit-
ment and collegiality.

Gwinneftt County Schools

The Gwinnett County Teachers As Leaders
(TAL) program, inaugurated in 1990-1991,
provides leadership development programs
for teachers. This program empowers teachers
to become full partners with administrators in
finding innovative solutions, methods or
prccedures to improve the preparedness of
students for the outside world. TAL encour-
ages teachers to become more assertive in
seeking innovative approaches, to more
effectively use the resources of the community
in educating young people and to become
active in a growing network of motivated
teachers focused on — prepared students. TAL
is a joint venture between the school sysiem
and the community, with business and commu-
nity sources funding 50% of the costs.

The format is similar to Education’s Leadership
Georgia program, including three one-day
education sessions per year for the participants,
an introductory retreat in the fall and a
closing retreat in the spring.

The purposes of TAL are to (a) provide leader-
ship development and networking opportunities,
(b) help teachers identify and develop their
roles as collaborative leaders within their
classrooms, organizations and community,

(c) empower teachers to influence Gwinnett's
total community education partnership and
(d) encourage students as leaders and educators.

For more information contact

Patty Heitmuller
Staff Development Coordinator
Gwinnett County School System
52 Gwinnett Drive
Lawrenceville, GA 30245
404/995-2352

Program Implementation
Guidelines

One approach to school improvement is
through the identification, adoption or devel-
opment of specific, validated or promising
new programs. Fullan (1985) provides the

-following eight guidelines for planning and

implementing externally-developed, validated
innovations.

* Developing a Plan
A plan should be developed consistent with
what is known about effective change. This
plan should explicitly address the remain-
ing seven guidelines. Be aware that spend-
ing energy on elaborate planning of staff
development activities often can be at the
expense of spending energy on implement-
ing activities.

+ Clarifying and Developing the Role of
Central Staff
The superintendent should clarify and
develop system staff capacity to support
innovation. System staff should fulfill and
balance their initiating and assisting roles.
Central office administrators must be
actively involved, directly or indirectly,
throughout the process, not just at the initial
or final phases.
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Selecting Innovations and Schools
Innovations may be either school-initiated
or system-initiated. In either case, the focus
should be on clear needs, availability and
quality of materials and provisions for
follow-up assistance. Schools can be
encouraged to select/develop their own
innovations or to adopt a given innovation.
They can be advised to adopt a particular
change or mandated to participate. The key
success factor is assuring the users of
helpful, ongoing assistance during imple-
mentation.

Principals and Other School-focused
Criteria

The superintendent must invest in the
instructional/change, management/leader-
ship role of the school principal, including
continuous professional development in a
variety of ways. It is the principal’s role to
help create the climate and mechanism for
supporting implementation of innovations.

Staff Development and Technical Assis-
tance

Innovations entailing significant change
live and die by the amount of help the
change agents receive (Huberman and
Crandall, 1983).

Ensuring Information Gathering
Decisions must be made as to the types of
information to be collected, the degree of
formality/informality of data collection and
the use of information.

Planning for Continuation and Spread
Without deliberate measures to assure that
the innovation continues, attrition could
cause it to disappear. New practices must
be built in to the training, regulatory,
staffing and budgetary cycles.

Reviewing Capacity for Future Change
The goal of innovation strategies is to
increase the capacity of the system to

- V=2 Implementation

identify, consider, implement and institu-
tionalize any number of appropriate inno-
vations. The questions become: How good
are we at implementing innovations that
bring about improvement? Are we getting
better at it?

Ciarke County Schools

The Clarke County School System began an
Elementary Assistant Principals’ Network
during the 1989-90 school year. The network
developed out of a day-long discussion held
during the summer of 1989 and involving all
elementary principals and assistant princi-
pals. Discussion centered on duties and
responsibilities of the assistant principal. As a
result, the network developed into a mutual
support system during the 1989-90 school
year. Planning for a strong professional
growth component occurred as the group
completed the first year.

The Assistant Principals’ Network is a series
of monthly assistant principals’ meetings. A
different elementary school holds each meet-
ing, and the assistant principal of the host
school serves as program facilitator. Topics
addressed during the 1990-91 year were
special programs, standards, test coordina-
tion, whole language, discipline and leader-
ship. Issues scheduled for study during the
1991-92 year are budget planning, teacher
support, communication, social studies curric-
ulum, problem-solving and instructional
strategies.

For more information contact

Kathryn H. Hug
Director, Curriculum and Staff Development
Clarke County School System
500 College Avenue, P.O. Box 1708
Athens, GA 30603
706/546-7721




- Questions and Answers

What is the role of the Staff Development
Coordinator?

The primary role of the central office staff
developer is to help the change process by
assessing readiness, creating supportive

structure and providing training (Caldwell,
1989).

Does school or sci:r1l system size have any-
thing to do wiin .. .{f development imple-
mentatior

Syst. -1 size is one of many factors that may
have an effect on stafr s> lopment imple-
mentation. In smalley s¢2 ..’ systems, staff
development is frequ-~nily : aly one area of
res: >nsibility among many assigned to the
central office st. <" -veloper. In larger systems —
although an individual may be specifically
assigned or.. .. the area of staff development ——
that individua: must coordinate activities for
thousands of people. Pajak (1989) found that
staff developers in smaller systems often
become caught up in red tape for lack of
secretarial support. Yet developers in larger
systems have more difficulty maintaining high
levels of personal contact with teachers. Staff
developers feel that school system size does
impact upon change activities and that it is
helpful to discuss staff development issues
with individuals from similar-sized school
systems.

Where should staff development classes be
held?

Group activity is a necessary part of staff
development, and training should take place in
areas that are conducive to group-based adult
learning. Educational change focuses upon
teaching and many school-focused activities
take place within the school. However, the
school is not the only location ir which to
conduct staff development activities. Desig-
nated staff development facilities, community
buildings, colleges and local resource areas

have been used successfully for staff develop-
ment activities. Care should be taken to ensure
that facilities create an atmosphere that en-
courages growth and development.

Can staff development activities affect
employee morale?

Staff development can affect employee mo-
rale. Effective staff development programs
facilitate professional collaboration, encour-
age experimentation, foster collegiality, create
support systems and increase the levels of
individual influence and ownership. Effective
staff development activities encourage indi-
vidual initiative, trust and caring. Ineffective
staff development activities may create situa-
tions that decrease collaboration and trust and
promote perceptions of powerlessness.

What paperwork is required to document
implementation activities?

A local school system must submit an annual
staff development report to the Georgia
Department of Education after the end of each
fiscal year. Many local education systems also
prepare local staff development reports that
document staff development activities.

What role does certification renewal have
in change-oriented staff development
programs?

Staff development has moved from being
primarily a method of certification renewal to
being a vehicle for educational change. Staff
development activities can serve the uscful
function of providing certification renewal
credit. However, the current emphasis in the
staff development field is on creating cultures
of learning that facilitate institutional and
individual development. The focus is on
professional renewai rather than professional
certification renewal.
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How can staff development educators work
with individuals who are at different stages
of career growth?

Professional development cannot be separated
from school improvement. In working with
individuals who are at different stages of
career development — a series of steps mov-
ing from dependence to professional au-
tonomy — the staff developer must be aware
of the needs of individuals and of the types of
activities most appropriate for various levels
of growth. Teachers whose central interests
are on their own survival have needs different
from those concerned with becoming more
efficient. The needs of those who are ready to
assume leadership roles among their col-
leagues are different yet. The staff developer
must know career development theory as well
as individuals in the school system. Several
school systems have addressed this situation
through such programs as peer coaching and
mentor teacher staff development activities.

What factors can creatc barriers for suc-
cessful staff development implementation?

The literature highlights a variety of staff
development pitfalls. Some of the most promi-
nent pitfalls are tendencies toward quick-fix
solutions, lack of central office support and
follow-through and underfunding. Other
pitfalls include failure to address the incom-
patibility between project requirements and
existing policies and trying to manage projects
from the central office rather than developing
school-based leadership (Pink, 1989).

Floyd County Schoois

Beginning with the 1990-91 school term,
Floyd County Schools, in its tenth year with
the Master: Learning philosophy as the basis
of the instructional program, held a three-day
planning session in 1990-91 to update its
mastery model to meet current goals. The
adapted model is called GRASP — Goal

Implementation

setting, Relating, Aiding, Stimulating and
Pursuing. The main goal is to maintain and
improve student achievement and to promote
positive attitudes toward school.

Floyd County School System encourages
veteran teachers to participate in staff devel-
opment and provides administrators opportu
nities to refresh their knowledge and skills.
However, the primary focus of staff develop-
ment is to provide training that will enable
new staff members to function effectively
within the system’s model of Mastery Learning.

Evaluation of the program components will
drive needs assessment for all staff develop-
ment activities that might be added to the
offerings from year to year.

For more information contact

S. Wayne Huntley
Administrative Assistant
Floyd County School System
600 Riverside Parkway. NE
Ronie, GA 30161-2938
706/234-1031

Communication

Staff development is a significant element of
education improvement, yet it is often viewed
as a fringe component of education (Johnson,
1990). Such a situation can cause frustration
for staff developers responsible for communi-
cating and educating about the goals and
functions of staff development. Communica-
tion with school personnel and with the public
is important to success in staff development.
Georgia educators are responding to that tasx
in a variety of ways.




Henry County Schools

The Henry County Staff Development Council
scheduled a Staff Development Fair to pro-
mote the local staff development program.
Held on a teacher workday, the system en-
couraged teachers to participate in a variety
of activities. A “Walk for Fitness and Fun"
was followed by two large-group presenta-
tions, workshops, team-building activities and
athletic events in the afternoon. Local board
of education members participated, and the
staff development council invited members of
the local chamber of commerce.

A by-product of the planning and energy from
council members as they worked together on
the fair project has been camaraderie among
committee members. Council members feel
ownership in the staff development progrant in
Henry County, and they can expound its value
to the other professionals on their schools’ staffs.

For more information contact

Mary Jane Owen
Director of Staff Development
Henry County School System

P.O.Box 479, 396 Tomlinson St.
McDonough, GA 30253
4041957-6601

~
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Questions and Answers

Should staff developers really be involved
in public information Kkinds of activities?

Educators have come to realize the importance
of public perception. Joanne Zwyne in the
November 1990 issue of the National Staff
Development Council’s The Developer urged
staff developers to “spread the word” through
system publications, cable television, newspa-
pers and mall displays.

Who should know about staff development
activities?

Change-focused staff development seeks to
create a culture of learning that will have an
impact upon the educational institution and
the community. All individuals within those
schools and communities should be informed

of staff development goals, activities and
results.

I’m an educator, not a public information
expert. What kinds of communication
activities could I do?

Staff developers can create handbooks, write
press releases, develop brochures and appear
on local radio and television. They can speak
at civic organizations, Sponsor community
activities and participate in business/education
partnership functions. They should contact the
system public information officer for help.

Implementation V-§




Jones County Schools

Written communication is useful to inform
school system staff about the staff develop-
ment program. In Jones County, all staff
members receive a handbook listing all staff
development opportunities at the beginning of
each school year. The handbook includes
information about how faculty and staff
become eligible for Staff Development Units
and paraprofessional training credits. it also
contains guidelines for staff development
courses, procedures for tuition reimburse-
ment, professional development stipend
guidelines and appropriate applications for
each program, even the local RESA applica-
tion. In addition to the handbook and initial
activity schedule, the staff development coor-
dinator distributes a monthly staff develop-
ment memo to all faculty and staff.

For more information contact

Vicki L. Cobb
Curriculum Director
Jones County School System
Box 519
Gray, GA 31032
912/986-3032

Roles

The success of a staff development program
depends on the actions and interactions of a
variety of individuals.

+ The principal is often the key to staff
development effectiveness.

» The teacher and other personnel are the
change catalysts.

¢ The board of education stimulates educa-
tional development.

 The superintendent assures educational
quality.

V-6 Implementation

» The community is responsible for educa-
tional achievement.

The staff development roles of key individuals
and groups have long been recognized. The
1990 Georgia Department of Education
publication, School-Focused Staff Development
Guide, provides a concise description of the
roles and responsibilities of some of the
individuals involved in school-based staff
development. (S.e Figure 3 on p. V-7)

Questions and Answers |

Who is a staff developer?

Many people in a school system may fulfill
various staff development functions. How-
ever, most school systems assign a large
portion of staff development duties to a
specific individual. Central office staff devel-
opers and administrators play an important
role in setting up an environment that pro-
motes successful program implementation.
Building principals serve as staff developers
when they demonstrate a sense of vision and
values which enables educators to implement
purposeful change (Dufour, 1991). Teachers
serve as staff developers as they participate in
decision making, peer training and strategic
planning activities.

What are some conditions that can help the
staff development functioning of all the
groups and individuals having a stake in
educational change activities?

Current literature supports the view that
shared goals and shared decision making help
institutional and individual growth. Activities
that empower all stakeholders through mean-
ingful participation in planning, decision-
making and change-oriented activities are
thought to encourage ownership and to benefit
staff development program functioning.
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Figure 3 Roles and Responsibilities in School-Focused Staff Development

Role Responsibilities

Board of Education Align policy to support school-focused staff development
Identify goals for major focus

Monitor progress

Budget resources

System Staff Development ] Coordinate policy, broad goals and strategic plan with school
Coordinator implementation processes

Develop guidelines, regulations for schools; monitor compliance
Manage system resources to support program

Perform in role of consultant, facilitator to schools

Design and coordinate program and evaluation

Staff Developer (either Provide training, instruction or mentoring to school staff members
central office or school- Design, communicate and coordinate leaming experiences for school staff
based staff)

Model collaboration in planning, implementation and evaluation

Principal Involve appropriate groups in setting goals, programs, evaluating progress
‘ Foster collegiality and experimentation
Support staff involvemnent in improvement activities
Delegate authority, responsibility; empower staff
Oversee expenditure of funds
Model collaboration, professional growth
Provide release time to support change
Provide facilities for activities as required

Teacher, Staff Collaborate to set priorities for improvement

Help identify, design, implement and participate in staff development
programs
Conduct in-service programs for peers

Help collect and evaluate data from action research, coaching and
reflective teaching

School Staff Development Work collaboratively with system or school planners to initiate, implement
Committee and institutionalize changes

Gather and share information about school needs and resources
Facilitate communication and collegial joint work among school staff

Promote the school as a community of learners

‘ (Adapted from School-Focused Staff Development, 199G, 5-6)

Yol
- .
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Northeast Georgia Regional Educa-
tional Service Agency (RESA)

The Georgia Center for Continuing Education
at the University of Georgia has developed,
under contract with Northeast Georgia RESA,
a 37-hour independent training program for
paraprofessionals. Based on the center's 90-
hour Certified Child Caregiver program, the
Paraprofessional/Aide Training Program
(PAT) provides a convenient, standardized
and cost-efficient training package for use by
RESAs and school systems. Coupled with the
10-hour Orientation Package developed by
First District RESA and now in use by many
RESAs, the 37-hour PAT program provides 47
hours of the 50-hour state training require-
ment for initial licensure of paraprofessionals.

Developed by the Georgia center with help
from a RESA advisory panel, the PAT materi-
als offer 10 learning modules that may be
used singly or together, depending on indi-
vidual training requirements. Modules vary in
length and difficulty, requiring two to six
hours each.

Module titles include Education as a Profes-
sion, Guidance and Discipline, Learning
through Play, Child Development: Ages and
Stages, Child Abuse and Neglect, First Aid,
Building Self-Esteem and Self-Confidence in
Children, Outdoor Play. Activities, Equipment
and Supervision, Working with Children with
Special Needs and Professionalism and
Ethics. Monitoring and check-off procedures
are also part of the program.

For more information contact

Gayle Rogers
General Consultant
Northeast Georgia RESA
375 Winter Street
Winterville, GA 30683 4,

706/742-8292
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Institutionalization: Issues and Practices

Institutionalization of school improvement
efforts is the goal of staff developers. ivlore
broadly, institutionalization of the long-term
capacity for continual improvement is the
overarching goal for all educators (Fullan, 1991).
This goal is attained when a culture of con-
tinuous improvement and an ongoing quality
staff development program are embedded in
the structure of the organization — its budget,
policies and scheduling and in its people. The
organization has procedures for continuing
help to new persons entering the organization.

In order to assess and support the depth and
scope of changes occurring in practice by
teachers and other participants in staff devel-
opment programs, adequate evaluation of the
transfer of skills and knowledge from the
workshop to the workplace is essential. Insti-
tutionalization requires that information about
practices and results be generated at the
following three levels of the organization.

+ Classroom — Teachers generate informa-
tion through study groups, reflective teach-
ing and coaching.

+ School — Information is derived from action
research, group test scores, grade distribu-
tions and other data generated in the school.

+ System — Information is generated
through surveys, formative and summative
evaluations and analysis of student group
data. All of this information, if institution-
alization is to be realized, is translated into
the professional knowledge that drives the
organization’s design for later activities. If
the improvements are to be sustained over
time, despite attrition in trained staff, the
planners must provide for induction of new
staff into the change and for rencwal of
veteran staff members. Action research,
reflective teaching and coaching are prom-
ising strategies for staff developers sceking to
meet the challenge of institutionalization.

Social Circle City Schools

Institutionalization of Mastery Learning is a
matter of planned, continuing concern to the
administration of Social Circle City schools,
even after 11 years. With school board-
adopted promotion standards at every grade
level requiring specified mastery of objectives,
every student, parent, teacher and administra-
tor in Social Circle needs to be thoroughly
familiar with Mastery Learning concepts.

An annual staff development strand called
New Teachers to the System (NTTS) provides
program support for all teachers who are
newly employed by the school system. New
teachers acquire the concepts of the mastery
process of instruction and are inducted into
the philosophy that every child can learn.
Workshops are scheduled annually to carry
out Mastery Learning for new staff, veteran
teachers and administrators.

System curriculum staff and school adminis-
trators observe classrooms of new and veteran
staff on a regular, scheduled basis. They
provide systematic, formative feedback to
teachers about instruction using the Mastery
Learning model. Teachers write mastery-
model units of instruction each year in the
curriculum development effort that accompa-
nies training. Feedback is provided to teach-
ers on unit plans to ensure that they mect
system expectations.

For more information contact

John Burks, Superintendent
Sandra Shockley, Curriculum Director
Social Circle City School System
P.O.Box 428
Social Circle, GA 30279
706/464-2731
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Reflective Teaching and
Coaching

In reflective teaching a teacher studies his or
her own instruction for improvement. Meth-
ods include audio- and videotaping classroom
performance followed by self-analysis. This
approach requires little administrative support
and can be initiated by a teacher without
involving either peers or supervisors. How-
ever, it can be limited by the individual
teacher’s own knowledge and skill in analysis
and by his or her willingness to try to change.

A standard practice in staff development that
overcomes this disadvantage is to include
clinical supervision or peer coaching in a
planned follow-up of staff development
activities. An instructional supervisor or
administrator may observe practices being
implemented from the training. If the observa-
tions occur between or after training sessions
and are done by a peer who is in or has partici-
pated in the training, then the peer coach
presents the teacher with data from the class-
room observation. The peer coach provides
feedback so the teacher has more complete,
somewhat more objective information about
classroom performance. The peer coach shares
responsibility for planning or participating in
staff development opportunities related to any
needs identified.

In learning-enriched schools where the
culture reflects the values of collaborative
problem-solving and collegiality, the peer
coach may serve less as an authority than as a
second set of eyes for the teacher. For ex-
ample, the teacher, in a preobservation confer-
ence, decides what data are to be collected by
the coach. The peer coach completes the
observation, then engages the teacher in
discussion about data collected in the class-
room. In this example, the teacher analyzes
the data collected. The coach helps with

analysis by asking clarifying questions, con-
firming or questioning the conclusions. How-
ever, the coach leaves control and ownership
of the conclusions in the hands of the teacher.

Clayton County Schools

Designed to support teachers new to the
profession, the system or the state, the
Teacher Induction program has four primary
goals: (a) attraction and retention of teachers,
(b) transmission of system culture, (c) a
smooth transition to the school environment
and (d) professional growth and development.

Each teacher new to the system is invited to a
three-day orientation program. The program
includes professional development topics on
instructional strategies and a bus tour of
historical places in Clayton County narrated
by teachers in period garb. Teachers receive
an extensive induction manual with informa-
tion about the school system and community
as well as survival tips.

Teacher support specialists are paired with
new teachers to provide feedback on class-
room performance, aid with learning the
school culture and provide emotional support.

For more information contact

Gail Criminger
Director of Staff Development
Clayton County School System

120 Smith Street

Jonesboro, GA 30236
404/473-2795
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School-level Action
Research

Action research is a study of the results of
activities conducted by school colleagues to
improve instruction. Action researchers gather
and interpret information for their own use in
their own setting. Such research unites efforts
to meet school goals with efforts to meet
individual teachers’ professional growth needs.

Action researchers always relate the data
collected to the particular goals or improve-
ments being pursued. Data sources include
attendance records, student grades, standard-
ized test scores, records of dropouts, reten-
tions or referrals. Schools sometimes develop
data using questionnaires, interviews, records
of library use, portfolios of student work or
videotapes of students or teachers. Data from
self-analysis, peer observation or clinical
supervision provide school or system staff
developers quality information upon which to
base planning for ensuing training opportuni-
ties or program changes. The kind of data
sought depends on the questions the improve-
ment team wants to answer.

Jasper County Schools

Each school year for Jasper County begins
with a two-day session with the school leader-
ship team (teachers and administrators). They
set school goals for the year, plan activities to
meet their goals and do team-building together.

The 1991-92 school goals were to (a) improve
teacher-parent communication and parent
involvement in education and (b) increase
student success among youngsters at-risk. The
school faculty collected data on positive notes
sent home to parents (Hurricane Hoorahs),
number of phone calls to parents, number of
parents attending advisement and registration
sessions. Data collected also included failure
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rates, absentee rates and number of repeaters
among siudents assigned to the in-school sus-
pension program. The leadership team worked
closely with staff development planners. Communi-
cation skills were included in training for
faculty members. Comparisons of results from
last year to this will help school leadership
team members determine what changes to
make, if any, for next year.

For more information contact

James G. Jordan
Principal
Jasper County High School
Route 1, Box 491
Monticello, GA 31064
706/468-2227

System-level Staff
Development Evaluation

Evaluation is an important element of staff
development work. Evaluation determines
program effectiveness and quality and enables
staff developers to make program decisions
based on objective information. Glasser
(1990) noted that the “willingness to judge the
quality of what we do and then to improve it if
we find it wanting” determines success or
failure. Discussions with Georgia staff devel-
opers reveal that determining and evaluating
quality are paramount staff development
concerns. Agreeing that evaluation is an area
“which should not be taken lightly” (Harris,
1989, p. 80) still staff developers believe it
needs more emphasis.

Staff development evaluation efforts must
consider such topics as short- and long-term
results, philosophical framework, measure-
ment techniques, values, educational theory
and cultural attitudes. Because so many
options, opportunities and alternatives are
available, it is an area that raises many questions.

Institutionalization VI-3




Questions and Answers

Exactly what elements should staff develop-
ment evaluation consider?

Effective staff development evaluation consid-
ers a wide variety of factors, with emphasis on
established staff development goals. As
Guskey and Sparks (1991) point out, because
a variety of factors influence staff development
results, there may not be a direct link between
student results and staff development activi-
ties. They advise considering three factors
when evaluating a staff development program.

 Content of the Staff Development Program —
the impact the new instructional program
will have on student outcomes often reflected
in the research base of the innovation

* Quality of the Staff Development Program —
how an innovation is presented to teachers
including quality of presentation of the new
instructional practices, teachers’ existing
teaching philosophy and practices, and time
and effort the new practices require com-
pared to the benefits they promise

» Organizational Climate and Culture —
includes support and trust of teachers by
administrators, norms of collegiality and
experimentation, shared decision making
and responsibility

In addition, the effectiveness of multifaceted
approaches to staff development must be
assessed with multifaceted evaluation tech-
niques (Stringfield, et al., 1991).

How does evaluation fit in with the other
components of a staff development program?

Evaluation is an integral part of the staff
development process. Consideration must be
given to how evaluation activities are to be
conducted and how evaluation meshes with
staff development. Evaluation issues are
present at goal-setting program implementa-
tion in needs assessment and program plan-
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ning. Thus, effective evaluation is a system
rather than a series of discrete steps (School-
Focused Staff Development Guide, 1990).

What are some guidelines for conducting
staff development evaluation?

Guskey and Sparks (1991) recommend that

+ Evaluation begin during program planning
and continue throughout all phases of
program implementation

* All educational stakeholders be involved

» Objectives and evaluation focus primarily
on student outcomes

« Evaluation efforts involve several sources
of information

 Planners understand that changes in one
part of a school system are likely to affect
other parts of the system

When should evaluation activities be conducted?

Evaluation is required and should be con-
ducted throughout the staff development
process. Formative evaluation can be con-
ducted to help with needs assessment and
planning, and summative evaluation can help
in analyzing program results. Program and
activity evaluations are conducted after the
project or activity. Those evaluations are
saved and provide documentation in meeting
requirements for state monitoring.

Who should participate in the evaluation
process?

All individuals who participate in staff devel-
opment activities should participate in the
evaluation.

How do we use evaluation findings?

Evaluation findings provide measures of
program effectiveness and information that
help in planning future activities.

s
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Staff Development Program in Georgia
Brief History

Georgia has maintained a role in the profes-
sional development of teachers for many
years. At first, the Georgia Department of
Education provided allotments to local school
systems for grants to individual teachers for
college courses in the summer. Staff develop-
ment was given impetus and identity in October
1973 when the Georgia Board of Education
approved a State Plan for Staff Development.
This state plan was based on the assumption
that one way to improve education is to update
and upgrade the knowledge and skills of local
system personnel. The department of educa-
tion allocated funds for staff development to
local school systems. Afterwards, local sys-
tems submitted to the department staff devel-
opment program applications and budgets
related to local needs and objectives. The plan
also allowed local education personnel to
renew professional certificates through staff
development unit (SDU) programs offered by
iocal school systems and other agencies.

In 1976, the Georgia Board of Education
approved Standards for Certification Renewal
Through Staff Development (Staff Develop-
ment Unit [SDU] credit). With this action,
local systems could submit plans for Compre-
hensive Certification Renewal Through Staff
Development. With an approved plan, local
school system education personnel could
participate in staff development activities for
SDU credit that could be used to renew pro-
fessional certificates. Regional Educational
Services Agencies (RESAs), colleges and
other agencies also could submit plans for
SDU credit. Local school systems with ap-
proved plans received additional state funds.

The implementation of performance-based

certification in 1978 extended initial teacher
preparation into the beginning ycars of em-
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ployment to include staff development based
on the identified needs of beginning teachers.
Under performance-based certification, begin-
ning teachers could convert their initial,
nonrenewable certificates to ones that were
renewable by demonstrating effective on-the-
job teaching. As a result of these certification
changes, school systems received additional
state funds that enabled them to plan, develop
and implement staff development programs
for beginning teachers.

In 1985, the General Assembly of Georgia
adopted the Quality Basic Education (QBE)
Act. This act established that the primary
purpose of staff development activities spon-
sored by local school systems and other
agencies is to provide opportunities for all
public school personnel to continue their
professional development throughout their
careers. A formula was set for funding profes-
sional development programs. Before QBE,
local school systems could choose whether or
not to submit a plan to the department of
education to secure state funds. QBE required
that each school system develop a comprchen-
sive plan to meet the needs of all employees
and submit the plan to the state for review and
approval. QBE specified that local school
systems design a comprehensive plan to
provide staff development addressing

« Needs of local system personnel in the
induction phase of professional development,

« Needs of personnel identified during the
annual personnel evaluation process,

+ Needs of personnel identified during the
evaluation of instructional programs and

« Other nceds thought necessary by the local
school system or prescribed by the Georgia
Board of Education.
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Standard practices of staff developers in
Georgia are to develop and coordinate
systemwide needs assessment processes,
collect and analyze data related to those needs,
define priorities, develop comprehensive plans
and document formative and summative
evaluations of programs and improvements.
Under the QBE formula, state funds enable
local school systems to carry out local staff
development programs. These funds include
allocations that may be used for expenses
related to the delivery of staff development
programming and for professional develop-
ment stipends that may be awarded to quali-
fied certified personnel who complete ap-
proved staff development and college courses
outside normal contract time.

Emerging practices of many staff developers
in Georgia include and go beyond standard
practice. They focus on school change more
than individual development or systemwide
programming. In this mode, staff developers
help identify organizational goals through
analyzing of data generated by groups of
personnel at building and system levels. They
provide technical assistance to faculty and
staff planning their own staff development,
designing their own action research or search-
ing for innovative programs to be adopted or
adapted by local schools. Staff developers
provide structures that combine pressure and
support for implementation and institutional-
ization of improvements.

O I-2 Staff Development Program in Georgia
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Code: GAD(1)

160-3-3-.04 PROFESSIONAL DEVELOPMENT OPPORTUNITIES.

(1) DEFINITIONS.

(a) Competency - knowledge, skills and attitudes needed by
personnel to satisfactorily carry out duties and responsibilities of
assigned positions.

(b) Comprehensive Plan for Staff Development - the method for
establishing, coordinating and maintaining staff development
programs that address the assessed competency needs of all school
system personnel.

(c) Contact Hours - actual clock hours of formal instruction
received during the preparation phase of a staff development unit
activity.

(d) Enhancement - a stage of professional development in which
an individual broadens or strengthens his or her competencies by
participating in learning opportunities that address needs
identified through the state-required annual evaluation process or
through other school and system evaluations.

. (e) Induction - a stage of professional development in which an
individual has served three or fewer years in a teaching, leadership
or service assignment or has accepted an assignment in a new field.

(f) Mastery Verification - an evaluation conducted during the
preparation phase to determine if participants have mastered the
objectives of a staff development unit (SDU) course. Mastery
verification may be completed in lieu of on-the-job performance.

(g) Needs - conditions in which actual status of personnel with
respect to knowledge of and performance in their fields of
employment fall short of the level of performance desired by the
individual, supervisor or the employing organization.

(h) Needs based on instructional effectiveness - personnel
competency needs identified through evaluations of the effectiveness
of school and school system instructional programs or implementation
of new or revised programs.

(i) Needs based on professional devei~nment - individual needs
of personnel identified according to the three stages of
professional development: induction, specific needs development and
enhancement.

development unit credit based on verification that the intent of the

(j) On-the-job performance - performance phase for staff
. formal instruction has been implemented on the job.

S
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160-3-3-.04 (Continued) ‘

(k) Preparation phase - formal instructional phase for staff
development unit credit based on contact hours of instruction.

(1) Professional Development Plan - an individual improvement
plan that includes specific objectives, activities, time line and
criteria for measurement of progress that was developed during the
annual evaluation process.

(m) Professional Development Stipends - funds awarded to
qualified certified personnel for having successfully completed
formal educational opportunities occurring at any time during the
fiscal year outside of an employee's normal contract hours and for
which either staff development units (SDUs) or college credits,
earned in a regionally-accredited institution, are awarded.

(n) Program evaluation - the determination of overall
effectiveness of the staff development activities; includes
formative and summative assessments.

(o) Specific needs development - a stage of professional
development in which an individual has deficiencies or other needs
as identified through the state required annual evaluation process.

(p) Staff development - formal educational opportunities that '
are offered to persons through the approved comprehensive plan.

(q) Staff development advisory committee - a representative
committee that advises and assists the system coordinator in the
assessment of needs, determination of priorities, content of
activities, evaluation of the program and modification of plans.

(r) Staff development coordinator - the system superintendent or
designee whose job description includes detailed responsibilities
and functions for administering, coordinating and directing the
local staff development program.

(s) Staff development unit (SDU) credit - unit of credit based
on 10 contact hours of formal instruction (preparation phase) and on
verification that the intent of the formal instruction has been
implemented on the job (on-the-job performance phase) or on mastery
verification conducted during the preparation phase.

(2) COMPREHENSIVE PLAN FOR STAFT DEVELOPMENT.

(a) Statement of Policy. The local boerd of education shall
adopt a policy that requires the preparation and implementation of a
comprehensive plan for staff development. appointment of a staff
development coordinator and the appointment of a staff development

advisory committee. .
(b) Local Comprehensive Plan. Each school system shall develop
and submit an annual comprehensive staff development plan to the

2
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160-3-3-.04 (Continued)

Georgia Department of Education for review and'approval. The plan
shall contain the following. :

1. Administrative procedures that provide for reporting all staff
development activities for all personnel in one comprehensive plan
and implementation of the comprehensive plan as approved.

2. Staff development programs that adcress the assessed needs of
school personnel according to professional development and
instructional effectiveness.

(i) Professional Development. The needs of all personnel shall
be considered according to each of the three stages of professional
development.

(1) Induction staff development programs shall address the
following needs of:

1. Beginning certified personnel based on the results of the
Teacher Certification Tests and the annual evaluation process.

I1. Beginning personnel based on system and/or school assessments.

I11. Any certified employee who has accepted an assignment in a
new field.

IV. A new teacher who has been hired to teach in an area
designated by the Georgia Board of Education as a critical field.

(11) Specific Needs Development.

(111> Enhancement area(s) of need shall be mutually agreed upon
by the individual and supervisor.

(ii) Instructional Effectiveness. Staff development programs
shall also be designed to address personnel competency needs
identified through evaluations of the effectiveness of school system
instructional programs or implementation of new or revised
instructional programs.

3. Staff development activities according to priorities that are
determined annually by the department.

4. Descriptions of staff development programs that include
statements of need, objectives, activities, evaluations and budget
information.

5. procedures for conducting program evaluation, both formative
and summative.

6. A comprehensive budget that indicates all possible local, state
and federal fund sources to support the plan.

3
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160-3-3-.04 (Continued)

(i) No state staff development funds shall be used to compensate
individuals for the primary purpose of obtaining an advanced degree.

(ii) State staff development funds shall be used only to
compensate personnel for activities that relate to school and school
system educational programs.

(iii) No person shall receive a Professional Development Stipend
and reimbursement from state staff development funds for the same
course.

(c) Expenditures of Funds. The local school system shall use at
least 90 percent of staff development funds, including any funds
transferred from Professional Development Stipends, to support staff
development programs for all school system personnel, including
lTocal school board members.

1. Staff development funds shall be expended for any of the
following items.

(i) Release time for teachers to serve as mentor teachers.

(71) Release time for teachers to participate in staff development
activities, i.e., substitute teacher salaries and employee benefits.

(iii) Travel for staff development purposes.

(iv) Professional and technical service fees and expenses for
instructors and consultants.

(v) Instructional equipment for staff development purposes.
(vi) Training materials and supplies.

(vii) Reimbursement for expenditures of persons who successfully
complete approved conferences, workshops or courses (reimbursement
for college courses is limited to tuition, fees and textbooks
required for the course).

2. Not more than 10 percent of staff development funds, including
any funds transferred from Professional Development Stipends, shall
be used for administrative costs and other expenses directly related
to the delivery of staff development programming.

(d) Due Dates. The annual projected comprehensive staff
development plan and budget shall be submitted by June 1 for each
fiscal year on forms provided by the department.

(e) Program Amendments. The local school system shall submit to
the department for approval any modifications, such as new program
descriptions, program description amendments when there are changes
in the objectives of programs and budget amendments when there is a

4 e
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160-3-3-.04 (Continued)

20 percent deviation between object classes on the staff development
budget.

(f) Annual Report. Each local school system shall submit an
annual report by August 15 for the previous fiscal year on forms
provided by the department.

(3) PROFESSIONAL DEVELOPMENT STIPENDS.

(a) Stipend Awards. Local school systems shall award stipends
to full-time, certified personnel only if the following conditions
are met.

1. School system administrators select participants for stipends
according to priorities that are annually determined by the
department.

2. The individual participates in an approved activity outside of
normal contract time.

3. The individual satisfactorily completes the approved activity
and renders at least one month's service (20 working days) in a
Georgia public school system.

4. The approved activity is a college-credit course offered by a
regionally accredited institution or an approved SDU course.

(i) Stipends for SDU courses shall be based on clock-hours
completed during the preparation phase; however, the requirement of
on-the-job performance verification for an SDU course shall be met
before a stipend is awarded.

5. The system shall enter into a formal agreement with each
recipient, specifying the amount of stipend, type of study, number
of credits and need being addressed.

(b) Transfer of Stipend. If an individual participates in a
stipend program but transfers to another system before being paid
the stipend, the following steps shall be taken to receive the
stipend.

1. The recipient shall inform the staff development coordinator of
the former school system that the recipient is leaving that system.

2. The recipient shall inform the staff development coordinator of
the new school system of approval to receive a stipend and shall
provide the staff development coordinator with a copy of the stipend
agreement or contract.

3. Once the recipient has met all conditions, the staff development
coordinator of the employing (new) school system shall provide

T ow;
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160-3-3-.04 (Continued)

documentation to the staff development coordinator of the former
school system and request that a check be sent to the recipient.

4. The system that granted the stipend shall be responsible for
any records and reports required by the department for documenting
disbursement of the stipend funds.

(c) Professional Development Plan. In order for personnel in
the specific needs development category to be eligible for a
professional development stipend, a professional development plan
shall be developed and designed according to requirements of the
annual evaluation program (Rule 160-3-1-.11, Annual Evaluation of
Professional Personnel).

(d) Stipend Restrictions. No Professional Development Stipends
shall be awarded to individuals for participation in the following
activities.

1. Revising or writing curriculum.

2. Reviewing or selecting textbooks.

3. Educational or professional travel.

4. Professional conferences.

5. Correspondence and independent study courses.
6. Enhancement staff development activities.

7. Serving on school/system committees or performing task(s) for
the system.

(e) Use of Funds. Local school systems shall expend at least
85 percent of Professional Development Stipend funds for stipends,
including employee benefits. Fifteen percent of these funds may be
expended for the regular staff development program. *

(f) Stipend Awards. Stipends shall be awarded at the rate of
$150 per quarter hour of credit or its equivalent. *

1. School systems may award stipends for less than the credit
hours actually completed, provided such awards are in
one-quarter-hour multiples or their equivalents.

2. No stipend shall be awarded for less than one quarter hour (one
SDU or semester hour) or for more than 15 quarter hours (15 SDUs,
nine semester hours) within the fiscal year.

(g) Stipend Withholding. Local school systems shall withhold
FICA and federal and state income tax. The employer's portion of
6

* For FY 93, the General Assembly removed the fifteen percent cap
and changed the PDS rate to $100 per credit.
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160-3-3-.04 (Continued)

FICA and medicare deductions are allowable charges to stipend
funds. Stipends are not subject to teacher retirement withholding.

(4) CERTIFICATION RENEWAL THROUGH STAFF DEVELOPMENT.

(a) Certification Renewal Plan. A local school system or any
public or private agency may submit a certification renewal plan to
the department for review and approval. Plans for certification
renewal shall include the following criteria.

1. A list of student goals and corresponding educational
improvement practices toward which certification renewal will be
directed.

(i) A non-school system applicant shall present a process for
ensuring that the objectives of the certification renewal plan are
consistent with the local system's goals and improvement objectives
before individuals are allowed to participate for credit.

2 Procedures for conducting both external and self-assessment of
education personnel.

3. Criteria and procedures for giving prior approval for an
individual or group to participate in activities for certification
renewal credit.

4. Components of each activity planned for certification renewal
credit.

(i) Student goals being addressed.
(ii) Improvement practices to be implemented.

(iii) Competencies to be demonstrated with associated performance
indicators identified.

(iv) Preparation plans (when, who, how and where).

(v) On-the-job performance verification procedures (when, who and
how) or mastery verification procedures including a rationale
explaining why mastery verification is being used.

5. Procedures of the staff development advisory committee
appointed by the local board of education or superintendent.

(i) A non-school system applicant shall present a process for
having prior approval for each individual's participation by the
local system superintendent or designee, rather than a local
committee.

6. Criteria and procedures to verify that the individual has
completed the preparation phase at an acceptable level.
7
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160-3-3-.04 (Continued)

1. Procedures for conducting an objective on-the-job performance
verification over an adequate period of time regarding the
demonstration of competencies set forth in the individual or group
certification renewal plan or procedures for conducting an objective
mastery verification.

8. Designation of a local school system person with a minimum of a
master's degree to coordinate the program for certification renewal.

9. Criteria and procedures for recommending individuals to the
department for certification renewal credit.

10. A description of records and record keeping system to
adequately document and verify recommendations to the department for
certification renewal credit.

11. Procedures for participant appeals.

(b) Single Program Exemption. To obtain approval for a single
program pveposal, the local school system shall not have to comply
with Criterion 1 and 5 above. There shall be compliance with all
other criteria.

(c) Contact Hours. The minimum for one training activity shall
be 10 contact hours (one SDU). Training activities for more than
one SDU shall be in multiples of 10 contact hours. No more than
eight contact hours of instruction shall be conducted per day with a
maximum of 4 SDUs earned per week.

1. Only time spent during the preparation phase shall count as
contact hours.

(5) Staff Devliopment Program in the Identification and Education
of Children with Special Learning Needs.

(a) Staff development programs in the identification and education
of children with special learning needs that are submitted to the
department for review and approval shall contain the following.

1. Specific objectives.

2. Identification of competencies needed by educational personnel
in working with children with special learning needs in all areas of
exceptionality.

3. Strategies for teaching children with special learning needs.

4. Identification of the kind and number of education personnel to
be trained.

5. Description of instructional materials and resources to be used.

8
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160-3-3-.04 (Continued)

6. Identification of person(s) conducting the staff development
program and evidence of expertise in the area of special education.

7. Program agenda provides for 50 clock hours of instruction.

8. Procedures for verifying successful completion of program on
form provided by the department.

Authority O.C.G.A. §20-2-167(a)(3); 20-2-182(g); 20-2-200;
20-2-201(a); 20-2-210; 20-2-230; 20-2-231(c); 20-2-232.

Adopted: May 14, 1992 Effective: June 1, 1992

Cross Ref.: 160-3-1-.11 (Annual Evaluation of Professional
Personnel)
State Standards: B 1, G 11.1
DOE: Office of Instructional Services
Division of Program Development




Georgia Department of Education
Office of Instructional Services
Division of Program Development
Staff Development Services Unit

Comprehensive Staff Development Program
Fiscal Year 1993

Information Sheet

Each school system is required to develop an annual comprehensive staff development plan and
to submit that plan to the Georgia Department of Education for review and approval. This plan
must consider the needs of all school system personnel, both certified and noncertified.

Pleasereferto Georgia Board of Education RULE 160-3-3-.04 PROFESSIONAL DEVELOPMENT
OPPORTUNITIES in developing the local school system's Comprehensive Staff Development
Plan for FY 93. The priorities for both the staff development program and for the selection of

participant activities for professional development stipend may be found on the back of the
assurance page.

Important, please note. For FY 93 , the General Assembly changed the amount awarded for
Professional Development Stipends (PDS) from $150 per quarter hour of credit or its
equivalent (SDUs) to $100. The General Assembly also approved the use of Professional

Development Stipend funds for regular staff development purposes above the 15 percent cap
(see attached Budget Information sheet).

An original and one copy of the attached Comprehensive Staff Development Plan application and
budget are due to the department June 15, 1992. Two copies of amendments to the
Comprehensive Plan for Staff Development should be submitted for any new staff development
program descriptions, for staff development program description amendments when there are
major changes inthe objectives of staff development programs and for budget amendments when

there is a 20 percent deviation between object classes on the Staff Development Report of Funds
sheet.

The application and budget must be submitted to the following address:

Georgia Department of Education
Office of Instructional Services
Division of Program Development
Staff Development Services Unit
1862 Twin Towers East
Atlanta, Georgia 30334-5030

6
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Georgia Department of Education
Office of Instructional Services
Division of Program Development
Staff Development Services Unit

Comprehensive Staff Development Plan Application

Fiscal Year 1993
School System Name and Code Staft Development Coordinator
Address Telephone Number
City Zip Code
Assurances

A board of education policy has been adopted that provides for the preparation and
implementation of a Comprehensive Plan for Staff Development according to the rules of the
Georgia Board of Education.

A staff development advisory committee has been appointed by the superintendent and is
currently performing its assigned duties.

The school system has the services of a staff development coordinator.

Administrative procedures have been adopted which bring together all staff development
planning activities in the school system.

The school system has assessed and will address individual and instructional needs
according to the established state priorities.

This Comprehensive Staff Development Plan has been developed in unanimity with the
Board of Education RULE 160-3-3-.04 PROFESSIONAL DEVELOPMENT OPPORTUNITIES.

The school system will provide an accounting procedure of state funds according to the
requirements in the Georgia Financial Accounting Handbook for Local School Systems.

The school system will develop and conduct an annual summative evaluation of its
comprehensive staff development program.

Supenmendent Chaisman, Board ot Education

o
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Georgia Department of Education
Approved List of Priorities for Staft Development for FY 93

School system administrators mustfirst select participant activities according to the following order
of priorities. Needs of

1. Board Members

2. Personnel who are in the induction stage of professional development

3. Personnel who are in the specific needs development stage of professional development, and
4. Personnel resulting from evaluations of effectiveness of instructional programs

School system administrators then may select participant activities from among the following
priorities. Needs of

 Personnel who are integrating higher order thinking skills into the content areas

Leadership personnel who are implementing the Annual Evaluation Programs

Personnel who are implementing the Quality Core Curriculum

Personnel who are in the enhancement stage of professional development ‘

Noncertified personnel, and

Education personnel that relate to education programs and requirements mandated by QBE.
Approved List of Priorities for Professional Development Stipends for FY 93

School system administrators shall select participant activities for stipends from among the
following priorities. Needs of

* Education personnel who are integrating higher order thinking skills into the content areas

Education personnel who are implementing the Quality Core Curriculum

Education personnel in the induction stage of professional development

Education personnel in the specific needs development stage of professional deveiopment

Leadership personnel who are implementing the QBE Annuai Evaluation Program .

Personnel resulting from evaluation of effectiveness of instructional programs, and

6
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1C Education personnel that relate to education programs and requirements mandated by QBE.
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(See Instructions On Back)
Georgia Department of Education

Staff Development Program Description FY 93

A. School System:

B. Program Title:

C. Need Area(s):
Professional Development: ___ Induction ___ Specific Needs __ Enhancement

Instructionai Effectiveness: ___ General Education Special Education

____Remedial Education ~ ___ Instructional Support
D. Professional Development Stipends: ___Yes __ No
E. Credit (CollegeorSDU): _ _Yes __ No
F. Number of Participants:
Certified __ Teaching ___ Leadership ____ Service
___Noncertified

Schooi Board Members

G. Training Agencies: __ LEA __ HRESA __ IHE _ SDE __ GLRS
____Other (Specify)
H. Objectives:
I. Activities:
L Pagded__
DE FOMM 038
Rev March 1882




Directions for Completing Program Description Sheet

Using the format provided on the front, complete a description sheet for each program offered to
school personnel during FY 93. Program Description sheets must be submitted with the

comprehensive plan for all programs planned for FY 83. Please describe each program according
to the following items:

A.

w

=

School System -- Provide the name of the school system.
Program Title -- Provide a descriptive name for the program.
Need Areas -- Check the item(s) that describes the need(s) for the program.

Professional Development Stipends -- Check whether the program includes activities
that are approvable for participants to receive professional development stipends.

Credit -- Indicate if the program activity carries SDU or college credit.

Number of Participants -- Estimate the number of program participants in ail appropriate
categories.

Training Agencies -- Check the training agencies that will be conducting the activities in
this program [school system (LEA), regional educational service agency (RESA), institution
of higher education (IHE), state department of education (SDE), Georgia Learning Re-
sources System (GLRS) and other (specify)].

. Objectives -- What is to be accomplished? (Use additional pages if necessary.)

Activities -- What has been planned so that objectives may be attained? (Use
additional pages if necessary.)

£




Georgia Department of Education

. I. Staff Development/ll. Professional Development Stipend
Report of Funds for FY 93
School System System Code
Original Budget __ Amendmenrt Number For Fiscal Year Ending June 30, 1993
I. State Allotted Staff Development (Cost of instruction) Funds $
Expenditure Description R 0'3_":,;’1 g_;g:o_) Expenditure Amount

Substitute Teacher Salaries 110
Employee Benefits (Employer Costs) 200
Purchased Professional Services 300
Trave! For Employees 580
Training Materials and Supplies 610
Purchase of Computer Software 612
Purchase of Expendable Equipment 615
Books (Except Textbooks) / Periodicals 642

‘ Purchase of Equipment 730
Purchase of Computers : 734
Registration Fees 810
Approved College Course Costs 890
Other Expenditures (Identify)

Total Staff Development Expenditures s
(*Inciudes any funds transferred from PDS)

il. State Allotted Professional Development Stipend Funds $

Fund Code
Expenditure Description (100-1220-2210.) Expenditure Amount
Professional Development Stipend 116
Employee Benefits (Employer Costs) 200

. Transferred to Staff Development Funds* (Cost of Instruction)

Total Professional Development Expenditure|$

CE Ferm OS8

Sev March 196
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QBE Staff Development Program FY 93
Budget Information Sheet

|. Staff Develcpment (Cost of Instruction) Report of Funds

The attached Staff Development Report of Funds budget sheet is provided to assist school
systems in reporting the areas of expenditures needed for operating staff development programs
from this fund source. 100 percent of your school system's budgeted “Staff Development" funds
must be used to support your school system's staff development program. Not less that 80
rercent of these funds must be used to support staff development programs for all school
system personnel, including locai school board members and may be expended for the following
items:
1. Release time for teachers to participate in staff development activities
2. Purchasedprofessional and technical service fees and expenses for instructors and consultants
Note: Expenditures for professional andtechnical services provided by nonemployees shouid
be designated on the budget page as purchased professional services (300). Expenditures
for professional and technicai services provided by employees outside contract time should be
designated on the budget page as other expenditures. ldentify and provide fund code.
Travel for staff development purposes
4. Instructional equipment and computer hardware required for a staff development program

(expendable equipment is equipment below $1000 -- fund code 615)
5. Training materials, supplies, books and computer software required for a staff development

program
6. Reimbursements paid for the following expenditures of persons who have successfully

completed an approved conference, workshop or course:

a. registration fees
b. costs of approved college courses (limited to tuition, fees and textbooks required for the
course).

Not more than 10 percent of these funds, including any funds transferred from Professional
Development Stipends may be used for administration cost(s) and other expenses directly
related to the delivery of staff development programs. Any expenditures identified in these areas
must be described on the attached budget sheet in the Other Expenditures category. No
professional development stipends may be awarded from these funds.

@

il. Professional Development Stipend Report of Funds

Your professional development stipend allocation must be budgeted on the attached sheet and
administration of these funds must be in accordance with the Board of Education
RULE 160-3-3-.04 PROFESSIONAL DEVELOPMENT OPPORTUNITIES. For FY 93, you may
transfer funds to Staff Development (Cost of Instruction) above the 15 percent cap.

lii. Restrictions in the Use of Funds

1. No state allocated funds may be used to compensate individuals for the primary purpose of
obtaining an advanced degree.

2. State allocated funds may be used only to provide staff development activities that relate to
school and school system educational programs.

3. No person may receive a professional development stipend and reimbursement from QBE
- Staff Development (Cost of Instruction) Funds for the same course.

65

L& 2 NS




uonreonpg jo juounredo(g e131090

san1AnOR/Sweld

uoor | —| UOBIE JO ue(d jo uon P — -01d juswdojaaap —
j0 uwed sren(eaq -ejuawajdwt 201UOWN Jje1s Juswaiduwg
11 01 6
uonejudwRduwy ‘11
weigoxd
> JUSWSSISSE SPAIU | WOWAO[IAIP JJBIS |y UOT}OR | mmreeeeed
® 1o1NU0d pue ue[d 103 sanuotid Ajnuapy Jo ue[d e dojaasg
9 L '8
uoneniuy °Ij
ureigoxd juswdoraasp onIWIWO.) AIOSIAPY
}3e1s 2aIsusyaxduwos uswido[aAap Jjeis uswdo}aAap JJeis uswdo[3Aag Jyess 10j samwiwo)) KIOSTApY
J0J SIN1ONNHS [eUOl || I0J sANPIs01d SAnERLSI | g=| 10j Ao1]0d UOTIEONPS JO |§—| wrerFoid Suruten WSW |g= wawdoaaa( jjus
-eziue31o dojaaag -urwipe 3121gsip dofaasg pI1eoq 1OLISIp dO[A2(] -91dun pue dojeasq SPIMIOLISIP B ULIO
kY v € T 1

HIOMPUNOIL) °]

yuawdoPad( jjels 10j uejq datsudyaidwo)) e 3utdo[aAd(] 10j SAMIANDIY [BIIUIN) JO 1aeY) MO

O

Aruitoxt provided by Eic:

E



uoneonpy jo uswueds( e181090)

“yse1 919[{dwod 01 painbal SONIANIE 1ONPUOD PINOYS WISAS [00YOS W

v

v

(AA JO pug) uejd JO Synsay aren[eay

1l

v

v

(Swi08-u0) uefq jo uoneiudwajduwi] J0UOIN

01

C1/8 - 30 01 onp uoday [enuuy .
1/9 - 40 01 3np ue|d daisuayaidwo) .
sontanoy swreidold juswdofaas( jyeis wawa